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editors' notes

This issue of New Directions for Community Colleges examines
from various aspects the strategk part played by community college
trustees as members of the board/president Management team.

The contributors represent a wide variety of professional
backgrounds and geographic locations. Their opinions, generated
from years of education and practical experience, will be useful to
trustees, presidents, and others concerned with promoting the com-
munity college concept. We hope these viewpoints will fill a gap
that exists in much of literature on the two-year college.

The challenges facing governing boards today have never been
greater. Financial constraints, as well as legal questions, the energy
crisis, increases in teacher militancy, collective bargaining, affirma-
tive action, and other thorny issues, make the job of the trustees
increasingly complex. In addition to identifying various challenges
and responsibilities, the authors have offered techniques for imptov-
ing the trustees' tools of boardmanship. Especially in this line of
work, sharing experiences is a very important method of learning,
which the Association of Community College Trustees encourages
among its members.

ACCT is a nationwide organization designed especially for
the trusteea lay person who has been either elected or appointed
to the district board of directors of a two-year postsecondary insti-
tution. Via seminats, conventions, regular publications, and spedal
reports, ACCT emphasizes trustee education. Experience shows that
responsible, knowledgeable trustees are better able to make the
kind of policy dedsions that not only improve the quality of educa-
tion but also serve the needs of the students and strengthen the
roles of the chief executive. In having a unified voice representing
them in Washington, D.C., community college trustees are not only
being heard where it counts, but also are establishing their own
identi ty.

Victoria Dziuba
William Meardy
Issue Editors
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An effective board has at least eleven tasks, from
selecting the president to constructing buildings

and evaluating institutional peyformance.

responsibilities

george e. potter

Conditions affecting our community colleges are changing rapidly.
*The advent of collective bargaining is formalizing an adversary rela-
tionship between boards and their employees. Enrollments are level-
ing off in some institutions and even declining in a few. Statewide
coordinating boards are encroaching more and more on the author-
ity of local boards. Governors, legislatures, and the public at large
are demanding that we be more accountable not only for the way
we spend tax revenues, but also for the effectiveness, and even
value, of our educational programs. Tax dollars, whether from local,
state, or federal sources, are becoming more scarce. These are only a
few of the factors that make our jobs as community college trustees
more clifficuIt and yet more challenging. Further, they are causing
us to more carefully examine and effectively carry out our responsi-
bilities as trustees.

What are the characteristics of an effecdve college board? It
is one whose members come from diverse backgrounds but share
one common bond, a deep love for the college. The sole concern of
the trustees is the welfare of the college and the community it
serves. Members of the effective board are active, dedicated, in-
volved, and, most of all, informed. The effective board does not
rubber-stamp the president but does place considerable weight on

1
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his recommendations. The effective board insists on being the
policymaker for all aspects of institutional life but refuses to
meddle in the administration of the college. The effective board
considers itself a team on which each trustee has great respect and
affection for his or hcr colleagues as well as for the president.

What arc the responsibilities which, if fulfilled by all board
members, make an effective board? I think we trustees have at least
eleven major responsibilities.

I. Selecting, evaluating, and terminating the president. This
responsibility is an obvious and extremely important one. Unfor-
tunately, although all boards recognize the necessity to choose and
perhaps fire the president, many do not recognize the heed to eval-
uate his performance regulaxiy. To do this task properly, the board
must establish criteria which have been agreed upon by both par-
ties. The president, as the board's agent for managing the institu-
tion, is not selected to win popularity contests with students,
faculty members, or even the other administrators. He is selected to
administer the college in accordance with the policies established by
the board. ..

There a, e ahnost as many methods for selecting a president as
there arc colleges. The last time our board liked a new president Ive
established a screening committee consisting of two trustees, two
administrators, two faculty members, and two students. The com-
mittee was to refer at least live candidates to the board with the
understanding that the board could accept one of the candidates or
reject all of them and select someone else. Each of the five who
were ultimately referred came to the campus for a one-day visit
when he met with representatives of all the college consiituencks
and had dinner with the board, accompanied by his spouse. After
all the candidates had visited the college, these tepresentatives met
separately with the board to give their group's evaluations of each
candidate. The board then selected one. Although the staff and stu-
dents recognized that ultimately the board must hire the president,
they did express satisfactbn with their part in the decision.

2. Ensuring professional management of the institution. Prob-
ably the most important responsibility is making sure that the col-
lege is managed in a businesslike manner. The board must adopt a
budget which malistically projects the college's income and restricts
the expenditures to that income. The budget should also reflect tlie
priorities of the institution as established by the board. The boird
must insist that the president handle the affairs of the institution in

1 0
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a professional way, because it has the final responsibility for the
fiscal integrity of the college.

A few years ago we adopted a management by objectives
system for our administrators and department chairmen. We did not
expect spectacular results, and such results were not obtained.
Nevertheless, the system is working well and has improved the ad-
ministration of the college. We also adopted an administrator's
salary plan with the help of Ernst and Ernst, a certified public
accounting firm. The plan contains &yen salary grades, each of
which has a range of salaries, and all arc revised biannually. When a
new administrative position is created, the board approves the posi-
tion and its salary grade. The president is then given complete
authority to hire, or fire, the person for that job and set his salary
within the salary range. In addition, the president annually sets the
salary of each administrator within the salary ranges previously
adopted by the board.

3. Purchasing, constructing, and maintaining facilities. The
board is responsible for determining what land should be tiurchased,
deciding what buildings will be built and in which order, selecting
the architect to design the buildings, and providing adequate re-
sources for the maintenance of the fadlities once they arc pur-
chased or constructed. This do:: aot mean, however, that the board
should involve itself in the details of each building constructed. The
number of classrooms, numbe of teaching stations in each class-
room, and the like, arc primarily educational matters which can
best bc determined by members of the staff.

Before a spade of earth was turned, our board adopted a mu.
ter plan for the development of the campus. The plan was prepared
by an architectural firm with suggestions from the faculty, adminis-
tration, and board. Once the plan was adopted, the board, after
receiving all necessary information and the recommendation of the
president, determined in which order the buildings would be con-
structed. As needs changed the master plan changed, and there have
been two revisions in ten years.

4. Defining the role and mission of the college. Obtaining the
views of the faculty, student body, administration, and even the
general public is desirable in carrying out this responsibility. How-
ever, final authority must rest with the board. Subject to the restric-
tions imposed by state law or by a state agency, the board should
determine whether the institution is to be a comprehensive com-
munity collcge, offering programs in all fields, or is to emphasize
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the liberal arts, occupational education or eve r. community service.
The purpose of the college should be manifest in specific institu-
tional goals.

When our college district was created, one of the board's first
acts was to adopt a statement of purpose. In 1963 a committee,
consisting again of students, faculty members, administrators, and
trustees, prepared a revised mission statment for the college and a
Hsi of institutional objectives related to it. The statement, shown
below, was then adopted by the board.

4ackson Community College shall promote the education-II
advancement of the total community within the college service
area. The college shall offer educational experiences designed to
promote maximum development of each student's potential
throughout his lifetime; further, the college shall encourage and
provide career education based upon indhiduai choice. The college
shall actively involve individuals and groups in its prograins of in-
struction, cultural activities, guidance, and library services, as well
as student activities. Through the free and open exchange of ideas,
the college shall provide intellectual experiences which add mean-
ing, scope, richness and interest to the life of each student. The col-
lege shall piovide educational opportunitics, services, and facilities
to accomplish the mission of the coller within its financial and per-
sonnel limitations.

The specific objectives are the following:
(1) Offering the guidance and financial aid services, including test-

ing, necessary to enabk students to discover and follow suit-
able preparation for chosen careers, to detect errors or defi-
e;encies in earlier preparation for these careers, and to
encourage students to make the best use of their aptitudes and
interests.

(2) Providing fully accredited instruction.
(3) Providing the first two years of instruction for students who

wish to transfer college credit and pursue their education in
other institutions.

(4) Providing instruction in a variety of careers to the level re .
quired for rcsponsibk employment, such as instruction ap-
proved for apprenticeship, journeyman, and full-time trade,
health, and other occupational programs.

(5) Providing instruction and experiences intended to promote
better understanding of human nature, of the history and prin-

12



5

ciples of human society, and of ethical conduct. Also offered is
the opportunity to explore man's relationship to his environ-
ment and to prepare for responsible cithenship and.family life.

(6) Maintaining a program of preparatory and developmental
courses to enable students who may. or may not have com-
pleted high school to continue successfully in general, occupa-
tional, or transfer curricula.

(7) Maintaining a core program of general educatior; courses and a
variety of enrichment courses.

(8) Welcoming students from various racial, national, language,
religious, economic, and social backgrounds, and fostering an
understanding of the diversity of an open and pluralistic soci-
ety.

(9) Encouraging, supporting, and cooperating with educational
units, civic groups, foundations, private individuals, govern-
ment agencies and corporations in endeavors likely to result in
advantage to the community.

(10) Promoting, facilitating, and coordinating community offerings
of university extension courses for advanced credit.

(11) Offering a program of activities under responsible supervision
providing students experience in working together, performing
in public, and developing leadership qualities. creativity, and
physical and mental skills.

(12) Contributing to and promoting the cultural, intellectual, and
social, and economic life of residents of the community and
the development of avocational interests.

(13) Fostering an environnlent conducive to making optimum prog-
ress toward the previotisly stated objectives.

(14) Maintaining a sound management approach to enhance and
facilitate the programs of the college.

5. Engaging in public relations. Whether appointed or elected,
the trustees are generally seen as representatives of the community
served by the college and as represen tatives of the college to that
community. Public relations, however, involves more than just pro-
moting the institution. It requires a complete knowledge and under-
standing of the institution so that the trustee can, when necessary,
calm an irate taxpayer or educate a misinformed legislator. The
trustee may have to, mnd must, defend the institution and its policies
to the community. In turn, the trustees must communicate the needs,
expectations, and feelings of the communky to the institution.
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One of the most effective public relations tools our college
has is the Associates ofjackson Community College, a broadly rep-
resentative group of three hundred community leaders who, with
their spouses, gather on campus at least three times a year. Nor-
mally, at least two of these events consist of a dinner followed by
entertainment by a college performing group and a program. The
Associates was created by the board, and the trustees work closely
with its members. The purpose of the Associates is to provide a
large group of informed friends of the college who can speak out
for the institution in the community and can tell the college about
the community's feelings.

6. Preserving institutional independence. If an institution is
to prosper, the trustees must resist encroachment on its inde-
pendence from auy possible direction. For instance, a statewide
coordinating board may feel that it can better govern the institu-
tion. The legislature may try meddle in its internal affairs. Or a
citizen group might attempt to interfere with the free and open ex-
change of ideas on the campus.

The other trustees and I work very closely with the president
in our dealings with the State Board of EducationMichigan's coor-
dinating board for higher educationand the state legislature. As
eleLted trustees, we generally have more influence on elected legis-
lators because we also represent people and votes. We also occasion-
ally face efforts by some citizens to prevent certain speakers from
appearing on campus or certain courses from being offered. We
feel that trustees, as their elected representatives, are the persons
responsible for dealing with these citizens and resisting their ef-
forts.

7. Evaluating institutional performance. Undoubtedly one of
the most neglected responsibilities is evaluating how well the insti-
tution performing the role established by the board. An accurate
assessment can be made only by establishing institutional goals and
then measuring how well they are achieved. Is the transfer pmgram
adequately preparing students for four-year colleges? Are occupa-
tional students being adequately trained for jobs and are they being
hired by the employers in the community? Is thc institution really
recruiting disadvantaged students? Is the developmental program
training them to do college work? These arc only a few of the ques-
tions that an effective board asks regularly.

8. Creating a climate for change. An effective board must
insist on innovation, because teachers, and even administrators, arc
notoriously conservative when it comes to change. Their task is

14
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easier and they risk no failure if the educational program stays the
same. r or example, teachers prefer bright students and thus arc not
likely to develop programs to serve the not so bright. Change, not
for its own sake, but for the sake of improvement, must be encour-
aged. An effective board demands that programs be developed to
meet the needs of new groups of people not currently being served
by the college.

Our board believes this is one df its most important responsi-
bilities. New progrims mean new services to the community, and
these new services inevitably mean increased enrolhnent. Since
1971 our full-time-equivalent enrollment has increased from 2,100
to more than 3,800 and our headcount enrollment has increased
from 3,500 to 10,000. This growth has been achieved in a college
district that ,did not have a significant population increase during
that period. Further, our percentage of in.distriet students has risen
from 85 percent to 89 percent. Most of this increase is due to devel-
oping new programs for serving new st udents.

9. Insisting on being informed. Responsibk trustees know
about all aspects of the institution, because complete information is
necessary to carry out all their responsibilities. I have no sympathy
for those who frequently complain that they don't have time to
read all of the materials furnished them by the president. If they are
unwilling to take the time to be informed, they have no business
being on the board. Being completely informed involves more than
reading the board materials. For example, we subscribe to the
Chronicle of Higher Education and Community and Junior College
Journal for all our board members. Copies of books on college
trusteeship and other college matters arc also furnished. We attend
conventions, seminars, workshops, as well as college functions of
every sort. This responsibility was probably best put by John Cor-
son in an article in ACB Reports: "I prescribe that trustees keep
their noses in operations and that they keep their fingers out."

10. Engaging in planning. The board must see that the institu-
tion effectively makes comprehensive and continuous plans, both
short-range and long-range. AU members of the institution should
participate in planning, including the trustees, who should not just
rubber stamp plans prepared by other people. An effective planning
device used by some boards is the annual retreat. In our case, the
trustees, the president, and the administrators reporting to the
president go to a motel in a neighboring town so that we can elimi-
nate possible interruptions. We meet for two days, devoting our
time primarily to planning.

1 5
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11. Assessing board performance. Even those boards that
regularly evaluate the performance of the college and the president
seldom examine their own accomplishments. Does your board
clearly understand its responsibilities? Do you do any internal plan-
ning for the operations of the board? Every board should set, aside a
period of time yearly to review its own performance with the goal
of improving its own effectiveness. We attempt to do this at our
annual retreat.

I believe completely in the concept that our institutions of
higher education must be governed by lay trustees. Unfortunately,
there arc those who disagree. For example, in 1968, a group of stu-
dents at Princeton University stated, "The issue is not whether the
trustees are doing their job well. The issue is that there is.110 justifi-
cation for such a group of men controlling the destiny of.an institu-
tion in a community in which they have no legitimate place. The
university is a community of students and faculty, not business-
men." If the feelings of those students were implemented, the result
would be, in my opinion, catastrophk. However, unless we trustees
fulfill those responsibilities which arc ours both legally and morally,
an increasing number of people will accept the views of the Prince-
ton students. Unless all of our institutions become governed by
effective boards consisting of properly motivated, committed
trustees, there is every possibility that lay governing boards will be-
come as extinct as the dinosaur.

ty

4. t-. .
George t Potter is a trustee of Jackson
Community College in Jackson, Michigan.
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Today's trustee must be informed on local,
state, and national issues related to his institution

and be prepared to work actively On its behalf

changing roles

beatrice doser

At one time the operating funds for community colleges were de-
rived from three equal sources: local taxes, tuition, and state sup-
port. But local rnillage votes have been failing, and the view that
community colleges should be free or at least have very low tuitions
is more prevalent than ever. As a result, states are being asked to
provide much more than one-third.

And here lies the problemwhen local finances were provid-
ing the greater share of the support, there was no really valid argu-
ment against local governing decisions, but now legislators are being
held accountable, so they in turn want accountability from trustees.
They want to approve programs, buildings, and ten-year master
plans. Bear in mind that their set of goals and priorities for the good
of the state differs from what trustees may want for the good of the
institution, and the legislators hold the purse strhigs. The formulas
they set tend to make everyone equal, but do not provide well for
the different roks of individual institutions. For example, if they
believe education for the health occupations should be increased to
meet state needs, then all community colleges will probably receive
a high level of support for such training, regardless of the varying
costs of partkular programs. So if a college board has different aims
from those of the state, they had better do something. It is time for

9
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trustees as elected officials speaking to elected officials to move.
Today it's their responsibility, whether thcy like it or not, to be-
come effective lobbyists for their institution; they must act re-
peatedly and forcefully.

There is another creeping change occurring at the state level:
the increase of state boards of coordination or controlwith the
emphasis on the latter. Individual institutions scnsc thc need for
coordination and cooperation, as thc growth of consortia demon-
strates. But voluntary associations arc not likely to satisfy this nccd
at the state level because their members find it too difficult to be
critical of each other and too easy to withdraw. Thus the coordina-
tion role is taken over by a state board, which docs not view the
roles of local boards in the same light as most trustees. Members of
the state board feel community colleges arc competing with each
other for dollars, students, and service areas to the point where a
referee with a quick whistle is a ncccssity. The steps from loose
coordination to tight coordination and control can go almost un-
noticed. As that happens, colleges arc transformed from indMdual
institutions, reacting to local needs in unigne ways, to just parts of
a system, and all in thc name of public interest. Don't misunder-
stand me, thcre arc many valid reasons for state coordinating
boards, but trustees have a responsibility to examine thcsc boards
carefully and bc in a position to proposc as well as oppose, a posi-
tion that requires trustee education and effort.

Most of the changes on thc state level have the effect of limit-
ing the autonomy of local institutions, and on thc federal level the
situation is the same. The federal funding pattern has led to confu-
sion. Only an extremely adventurous or naive board would do any
long-range planning bascd on federal monies. A significant portion
of these funds is available only through categorical grants that allow
the federal government to encourage the development of institu-
tional programs tailored to national priorities. This proccdurc has
spawned a bureaucracy of "grantsmanship," and an unwary board
may awake later to find itself committed to a direction and an allo-
cation of rcsources inconsistent and even in conflict with its pur-
poses. Another source of problems is twelfth-hour legislation and
appropriations, particularly in relation to student aid. Students
nccd to know precisely what funds arc available, not maybe and if
Guidelines and regulations must be available long cnough in advance
so they can be approachcd rationally. Today's trustees have the
responsibility to act as thc catalyst for changing this federal pattern.

1 8



,

Changes arc occurring locally, too. At one time the public
regarded the typical trustee as a middle-aged or elderly, wellestab-
lished, male do-gooder or an exceptional person eager to get a little
exposure before running for mayor or thc legislature, but all were
considered good people whose mothttion and judgments were
worthy and above reproach. Now, both public opinion and the
composition of boards arc changing. Minorities, women, young peo-
ple, even students are appearing on boards..And the whole con-
glomeration of issues related to conflict of interest, open meetings,
public disclosure, and accountability, coupled with a rising frustra-
tion over state and national events, has caused the general public to
look critically at local units of government. Board meetings, which
used to be held with members, staff people, and an occasional re-
porter present, are now attracting sizable crowds. When community
groups file in with petitions and requests, trustees must realize that
the noise and clamor really represent democracy at work and that
local boards fulfill the principle that government is best when it is
close to the action and the peopk it serves.

At the same time, trustees must be responsible and objective.
The presence of vocal special.interest groups sometimcs prompts
board members to make extreme statements which are designed to
please those in attendance but which are actually harmful to the
institution. But the board's trust is too broad to bc dktated by any
segment of the population; its members must represent everyone
and somehow arrive at decisions that combine the best interests of
the public and the college. They must take seriously the dual re-
sponsibility of representing the public in decisions regarding the
institudon and of defending the institudon in the eyes of the pub-
lic. Their job is to preserve and protect the assets of the college, and
one of those is its reputation.

A short time ago, if students knew trustees existed, they
viewed them as outsiders whose names appeared on programs and in
catalogs and who came to the campus on special occasions, particu-
larly before elections, to help the administration hand out certifi-
cates and awards. Back then, 5 to 10 percent of graduating high
school students were involved in higher education; they were occu-
pied with learning, and there was a gate at the end of the path
which opened to better jobs at higher salaries. Now about half the
high school graduates have educational plans, but the paths do not
necessarily lead to jobs; and fellow students who become hourly
laborers may well have greater job security, less responsibility, and

1 :1
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more take-home pay after a few years at work than those who elect
to go to college. It's ra. wonder today's students are taking a more
critical look at boards. They think of 'trustees as dktatorial, narrow-
minded, establishment old bags who couldn't possibly understand
or sympathize with the problems students face.

In this era of consumerism, students arc the consumers of the
community cceileges. The board, faculty, and administration may all
believe a college is great, but it will never be great unless the stu-
dents think so; it will not even survive unless the students come.
The community college student is a new type of student whose
average age is mer twent)-five and who is most likely attending part
time. Students' goals arc becoming more dherse and more impor-
tant, and trustees must attempt to match their aims with those of
the institution. Titus, the college's mission will base to be reviewed
and changed frequent!). Boards must also examine the advertising
used to attract students. Is it honest? Many colleges will be in
trouble as "truth in advertising" laws arc extended to the public
sector. Trustees who don't see the handwriting on the wall may
expect to be sued. Students have akeady filed to rectner costs from
institutions on the grounds that a course did not meet the catalog
descrip tion.

Faculties view boards as seven laymen who meet for four
hours a month and make all the educational decisions. With the
advent of collective bargaining, the friendly partnershipthe col-
legiality of faculty and boardflew the coop. The resulting adver-
sary relationship is fanned by reed gric%ances, threatened grievances,
and charges of unfair labor practices when bargaining itself is not
the issue. Faculty unions in many states now vow to win at the
board table what they lia%c not been able to win at the bargaining
table, and they have been successful in electing their candidates.

Administrators regard trustees as a personnel problem requir-
ing careful handling, a group who may adopt good ideas as their
policy, a group to be educated with reams of material put together
in such a way that it will be read with the ease of a racy novel and
yet contain all the information of a standard enc)clopedia. They
also regard the board as the unit to whom the buck passes when the
situation gets out of hand.

Traditionally, the board picked the president, the president
picked the administration, then the board forgot the administra-
tion, except when the time for determining annual salary incre-
ments rolled around, and even then these decisions were handled
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rather routinely. The cardinal rule prohibited the board from being
involved in administration, if things went sour, they fired the presi .
dent and began again. Now, with accountability a factor, I contend
that boards should still keep their hands off the administration, but
they should keep their noses in. They should not be involved in
doing, but in knowing what is.being done. The legal responsibilities
placed on boards demand this. They must support, monitor, and
give direction.

Boards need to develop goals and priorities so that issucs are
dealt with deliberately, not in response to crisis. Programs and poli-
cies must be soundly based, measurable, and attainable. For exam-
ple, an affirmative action program that actively recruits minority
faculty members can be measured in numbers. To perform these
tasks effectively, trustees must be informed not only on local issues
but on sta;e and national issues. They must also be prepared to
"defend their turf," because four-year colleges and proprietary
institutions are envious of the continued enrollment increases at
community colleges and they are trying to take a larger share of the
market by establishing branch campuses and duplicating programs
and community services.

In summation, to fulfill their changing roles, board members
must establish sound educational aims and procedures in accord
with the wishes and needs of the community. Ntost of all, they must
know what they have to do and be commit ted to doing it. A trustee
who reads the agenda before putting in his two to four hours at a
board meeting and feels he's doing a great job is sadl} out of touch
with reality. The scope of trusteeship, that precious trust granted
by the peopk, is more int olved and more demanding. A board that
makes dedsions in a narrow, casual manner will wake np to find it
has no decisions kft to makethe college may still hate academic
freedom but all the institutional freedoms have vanished.

Beatrice Doser is chairperson of the Montcalm
Community College Board of Trustees, Sidney,

Michigan, as well as vice-president of the
Michigan Community College Associition.
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A costlbenefit analysis of appointing
., trustees versus electing them.

trustee selection:
who gets what,

who pays what?

charl6 h. polk
vaughan a. lacombe

jeanne goddard

There arc two principal ways to choose a community college
trustee and over the years much has been written about which of
the two is "better." But to our knowledge nothing has been written
about the personal politics of appointment versus election. Why
woukl a person want to be appointed a trustee? Why would a per-
son want to be elected one? What does an appointing official, a goy.
emor, for example, have to consider when he appoints a trustee?
What does thc public get? What can the voter expect when he elects
a trustee?

The selection of a trustee is a political act, and each actor
(appointing authority, voter, trustee, college president) in the
process pays a certain price and, we hope, reaps a certain benefit
from it. By the cost we mean any detriment, or potential detriment,
that an actor may suffer or any obligation or favor an actor may
owe as the result of a trustee's being appointed or elected.

9 2
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appointment -

At one timc, perhaps before 1960, thc job of a trustcc was
much less costly, in this sense, than it is today. We arc all familiar
with thc many acadcmic challenges and problems that have arisen
since then, including public dcmands for greater trustee accounta-
bility. Nevertheless, some still seek the job while somc are sought
for it. A person who wants the job normally pays the cost in the
future, whereas a person being sought for the position has probably
already paid. And both will reap whatever benefits they derive from
thc trusteeship in the future.

Whether the candidatc is seeking or sought aftcr, he is likely
to have primarily altruistic or self-gaining motives. Although the
altruist may exhibit self-gaining behavior as a means to obtaining his
appointmcnt and thereby serving his community, the truc self-
aggrandizer sees the appointmcnt only as a stcp in his own advance-
ment. Frequently, an appointment is a pay-off to the altruistic
candidate for past services to the community or party. There is,
aftcr all, somc prestige and honor conncctcd with a community col-
lege trusteeship. And even though the trustee is not normally paid
directly for his services, hc may sometimes represent his college at
conventions, seminars, and government functions and be reim-
bursed for his travel expenses.

Politically astute, the self-gaining capdidate knows that as a
trustee he will have a platform from which he can become better
known and that hc can usc this increased visibility to his own ad-
vantage. Thcsc benefits may not be all political. For example, the
proprictor of a business or a salesman may use his incrcascd visibil-
ity to attract morc busines; the public Wail, he hopes, scc all the
public service hc is rendering and patronize his business. His pay-
ment for these benefits is the hours hc puts in as a trustcc. Though
no one, wc arc surc, has ever donc a balance sheet, this second type
of trustcc probably "gcts his money's worth."

When an appointing authority, a governor, for example,
namcs a trustee, what benefits docs he derive from the appointment
and what costs docs he pay? Thc answers depend in part on how
well hc is able to control his local party leaders, who generally makc
recommendations regarding his local appointments and who also
put forward nominccs whcn trustccs arc to be elected. If thc gov-
ernor has strong control, he gets the candidates hc wants, and the
diffcrcncc between thc typcs of trustee derived from each selection
process will bc reduced.
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The minimum qualificationand hence a benefitthat a gov-
ernor looks for in a candidate is the ability to not embarrass either
him or his party. Beyond that, he may look for more benefits than
he can accrue, because he must consider the political debts he owes
to certain supporters. By appointing -a member of their group, or
someone they are sponsoring, he can settle a debt and establish
stronger political ties with them. Oh the positive side, the appoint-
ing authority may be trying to establish or strengthen a representa-
tive-constituency relationship with another group. By selecting one
of its members or its nominee, he may be able to promote that rela-
tionship.

The costs to the governor derive from our political system, in
which any appointment is likely to be opposed by one or more
groups who arc trying to prevent the leader from establishing
stronger political ties with their adversaries. Thus, although the gov-
ernor is ilmost bound to alienate some people, he tries to use his
power carefully, strengthening more relationships than he weakens.
In so doing, he increases the benefits of his political appointments
and minimizes the costs.

Over the long term, the governor may ..ccasionally decide
against the recommendations for trustee appointments from the
groups with which he has strong political relationships. If he does it
too often, though, he may find himself without( their support when
he needs it. It is therefore possible for the governor to pay the ulti-
mate political price for a trustee appointment, loss of office, if
enough voters should disagree with his choice strongly enough to
vote against him at the next election.

The governor also derives a management benefit from the
appointment process. Because he controls the selection, Ile can set
guiddines for the type of person he thinks should be chosen and
then carry through on those guidelines. Witco a trustee is elected, it
is impossible for him to exercise so much control. Thus the voters
receive the benefit of having two means by which to judge the
appointing official: his guidelines and his ictuaI selection of a
trustee. Should they disagree enough with his appointment, they
can vote against him in the next election.

But the vote's, like the governor, probably pay a price for the
appointment. One cost is that the appointed trustee is not directly
accountable to them for Ws actions. Sometimes, as appointed board
members search for the public interest, they ignore or discount the
interest of a few or many voters, particular4 those who arc poor,
unorganized, or relatively powerless in the political arena. Second,
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if the rulers arc members of a group which opposes the person
selected, they lose the appointment of their favorite. Third, should
the trustee later act against a voter's interest, the toter has paid a
delayed price for the trustee's appointment.

The benefits and costs to the president of the community
college, and to the college itself, vary according to whether the
trustee is appointed or elected. Because groups ttithin the college
arc increasingly drawing a line between themsches and the adminis-
tration, adversarial relationships detelop. lf board and president are
to reverse this trend and work together eonstructitely and harmoni-
ously, they must become partners in management, counseling and
assisting each other in their separate functions of policy making and
administration. This kind of relationship is facilitated if each mem-
ber of the management team, including trustees, looks out for the
public interest instead of each one tending to the interests of that
part of the public which he considers to be his constituency. There
is a better chance of getting a person concerned with the public
interest through appointment, because the elected trustee is consid-
erably more open to political pressure from interest groups.

The cost to the president and college is similar to what the
voters pay: the possibility of getting a trustee who will not fulfill
his responsibifitks or who will not represent the best interest of the
institution. This result is especially likely if the appointing author-
ity, or those whc; advise him, do not recognize the importance of
the selection. Other members of the college communitythe fac-
ulty, staff, and studentspay by having only an indirect means of
holding the trustee accountable and by possibly being ignored in
the trustee's search for the public interest.

The board as a whole pays a certain prke for being appointed
less formal legal power. For example, rarely docraii appointed
board have the authority to levy a tax to support the operation of
an institution.

election

We've already made some comments on the results of elec-
tion versus appointment, but let us now examine more specifically
how the two processes affect each actor.

Many of the characteristics of an appointed trustee hold for
an elected trustee. The elected person is just as likely to be seeking
or sought after and to have basically personal oi public interests in
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mind. Because of these similarities and because of the role of the
governor and his party in the appointive and elective processes, the
type of trustee selected by one method often does not differ much
from a person chosen the other way.

However, the newly elected trustee himself receives the bene-
fit of an elective office, which normally provides more power and
political independence than an appointhe one. The elected offidal
has the obligation to interpret the needs and feelings of the people
who elected him as hh judgment dictates; the appointed trustee has
a shnilar obligation, but he sometimes must temper his interpreta-
tion by considering the appointing authority's feelings also. Al-
though the elected one would seem to gain more, he also pays a
higher price for his trusteeship. He must withstand the financial and
emotional rigors of campaigning, and in order to continue in office,
he must please a majority of the voters.The appointed trustee need
only please the few officials who have a say in his reappointment,
and not anger very many of their support groups, in order to retain
his trusteeship.

The voter receives the benefit of more direct control over the
elected trustee. In the appointment situation, if a voter becomes
dissatisfied with the trustee he can only bring political pressure to
bear on the appthnting official or vote against the official at the
next election. An dected board, on the other hand, is more open to
influence and thus politically less powerful groups have a better
chance of having their interests represented on the boardat least
by one of its members.

The greater legal and political power of the elected body
often fihers down through the college, Ong thc administrators
more informal power within the community. However, balanced
against this benefit is tile price of discord in the management team,
which :- apt to arise when each elected trustee represents a different
consthuency. Although some social scientists feel that the public
interest is best served by the bargaining and compromise that dis-
cord causes, we disagree, belie.ing that cooperation among the
board members and between the board and the administration is
essential.

Having weighed the pros and cons of each type of sekction
procedure. we have reached the conclusion that neither one is "bet.
ter" for all the participants. Which method is preferabk depends on
the perspective of the individual who is analyzing the selection
processes whether i.e is trustee, voter, appointing official, college
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president, or another member of the campus community. No doubt
these various viewpoints account for the differences of opinion con-
cerning the selection process which arc so prevalent in education
journals. The type nr analysis we've made in this article is designed
to clarify the personal politics of each of the actors involved in the
selection and thus to help each of them strengthen his or her politi-
cal position and become a more successful participant.

Charles II. Polk is president of Daytona Beach
Community College in Florida; Vaughn A. LaCombe
is director of the Bureau of Educational Services
and Research in the College of Education
of the University of Alabama, Tuscaloosa; and
Jeanne Goddard is a trustee of the Daytona
Beach Community College District.
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Who opens the door is unimportant; what
counts is making sure the community college

is open to all who can benefit from it.

the challenge of being
a female trustee

joyce a. smith

Why would a woman want to be a board member? For many of the
same reasons a man would want to be a board member, and perhaps
a few additional ones. Whether elected or appointed, a trustee
chooses to serve. For some, the motivation is community servke or
a commitment to education. For others the job fulfills ego needs,
creating a feeling of accomplishment and achievement. A board
member is, at least in some sense, a representativt of other members
of the community, yet no member can be expected to represent a
collective vote or a consensus of that community. What he or she
can be expected to do is learn the issues involved, make a con-
sidered judgment that seems to be in the best interest of the public
he serves, and then express that judgment by vote. But consider
what people often expect of women board members. They arc to
represent "The Woman's Viewpoint," as if all women had a single,
unified stand. And they are to be heard when (and sometimes only
in the women's viewpoint is deemed "applicable"--for example,
when the student commons is being redecorated and it is time to
decide on chintz or damask draperies, or when the athletic program
is up for review and the woman board member is supposed to be
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sure that Title IX is implemented. I believe it is important for the
female trustee to be just a board member, and not The Woman
Board Member. She is there to represent her constituents, men and
women. Yet the adjective "woman" will be there in every introduc-
tion. Like the "woman dean" and the "woman achninistrator," she
seems to be a deviation from a norm established by men.

A woman often does bring a different perspective to a board,
. especially if she has an abundance of those qualities that society has

assigned to womencompassion, empathy, kindness, consideration.
Nevertheless, her rewards arc likely to be very similar to those of
male trustees: a sense of personal development, a sense of commu-
nity service, a sense of accomplishment ... the "I can do" feeling
which our society values so highly. Being an effective board mem-
ber forces a person to become informed, to organize time, to listen
to other opinions, and all of these actions lead to growth and satis-
faction.

Another important reason for becoming a female trustee is to
help other women. Many a woman who has succeeded in a male-
dominated field has done so by proving she is "one of the boys."
This behavior does reduce the threat to her male colleagues, who
can reason, "Truly this is an unusual woman, an exception, and
therefore including her does not open the doors to the rush of
women who would follow." Such a woman, consciously or uncon-
sciously, seeks to prove she is "not just another woman" and tries
to think as men, act as men, vote as men. A related phenomenon is
known as the Queen Bee, the woman who so enjoys her role as the
"one woman in a million" that she puts down all women who try to
compete with her to reach the same heights. Obviously, these kinds
of women would not serve the interests of other women, or the
interests of men either. This is why I ask the question, "Do you
know a male chauvinist board when you see one?" Several of my
mak colleagues on the board arc very sensitive to issues of human
liberation. Such men arc not male chauvinists. They arc friends. It is
important to be able to recognize your friends, whether they be
men or women. --

Anyone, male or femak, who does not show sensitivity to
human dignity; who consciously or unconsciously tends to deni-
grate the serious commitment of women staff members to their
work and their careers; who believes that it is more appropriate for
the deanship to go to a man than a woman; or who believes women
applicants should be giv.en less consideration than men in an over-
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crowded field "because woinen work because they want to, not
because they have to" is a male chauvinist. It is also important to
know the enemy, whether they are men or women. We all know
women who "play dumb" when any issue of importance is dis-
cussed, who whimper that "no one pays any attention te them
because they are women" and laugh off being unprepared for a bud-
get hearing with a "But I don't understand that sort of thing." This
behavior is sexist. And sexist attitudes and behavior that stereotype
people, regardless of who exhibits them, are the real enemy.

Changing the stereotypes another person holds cannot be
done by rhetoric. Name.calling or insisting "It's not fair:" doesn't
do the job. Probably the most effective means to change attitudes is
to change the person's experience. This is a slow process. If you
were to ask men and women if they woukl want to work for a
woman or with a wo man, you might get a vehement "No!" together
with a variety of "reasons" to back it up. Ask the same people if
they have ever worked for a woman or with a woman as an equal
and you would.probably get the same answer. Yet if you were to
ask persons who have worked with women, you would probably get
a variety of answers"Yes" and "No," just as you would if you
asked the same question about men. Some men are easier to work
with than other men and some women are easier to work with than
other women. But men tend to be seen as having individual differ-
ences while women are categorized as a group.

As men and women work with and for women, they will
begin to see them as individuals instead of stereotypes. Vicarious
experience, such as observing role models, is also valuable. When
younger women can see a female trustee who functions effectively,
who assumes responsibility, and who works for needed changes and
improvements in her community, they will consider these possibili-
ties for themselves. Progress will be slow for a while. An unfor-
tunate experknce with a woman colleague will reinforce a man's
stereotype. But bitchiness is not confined to women. No one per-
son's actions reflect on all members of that sex. Women are people.
I feel confident that we are no more and no less difficult to work
with than other people. The best we can do is to be ourselves, confi-
dent that we do our best. We cannot, nor need we, be more than we
are. The women's movement will be of age when a mediocre woman
is seen in the same light as a mediocre man. Not all women board
memben will be terrific.

Leaving stereotypes behind, we ask the question, "How does

3 0



24

a woman board member function effectively?" It sounds as if I just
said, "Relax and be yourself," which is partly right. Add to that
"Do your homework" and "Pick your battles," and the picture is
complete. There is no substitute for being prepared. You must
know what the issues are before you can make an informed judg-
ment. Probably women will continue to work twice as hard as their
male counterparts to be prepared and to be good role models. While
there are so few female trustees, mostrof us arc sensitive about
being good ones. We will just have to live with this situation for a
while. "Pick your battles" is good advice to any board member, but
it is particularly helpful to women because it means knowing where
the action is. In a recent article in The American School Board
Journal (Doing, 1973) one woman board member was cited for her
"stick.to.itiveness" and was quoted as being proud that she "de-
voted months to a problem or project delegated to her because men
have wanted to move on to something else." Is she demonstrating
the virtue of "stick.to.itiveness" or has shc been hunting skyhooks
or left.handed monkey wrenches? In another issue of the same jour-
nal (Mullins, 1972), a boardwoman claimed to have spent six hours
a day, five days a week, for almost four months visiting "each
teacher and classroom in our entire system of 3,000 students."
Granted there may be more to these stories than is evident from
reading the articles, but these women board members may not even
know where the battle is. When someone starts to butter you up
because "you do such a good job and have so much time," start
looking around to see whether your efforts arc being diverted from
the important action. If you can't find the action or decide which
actions arc worth your time, you may wind up being a token
woman and not even know it!

I care deeply about basic issues in the women's movement,
yct I know that I would reduce my effectiveness greatly if I were to
pick up every piece of bait. I don't really care whether I am called
chairman cr chairwoman. I do care that women have the same
opportunities for ahancement to administrative leels as their fel.
low professionals. I don't care who opens the door. I do want the
door to the community college to he open to all who want to bene-
fit from its programs. I don't consider it a personal favor if our
administration implements Title IX. It is a law which requires the
same implementation and consideration as any other state or fed-
eral regulation. I do care about good programs for all students. I
care about the trend toward colIeeth e bargaining. I care about
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affirmative action. I care about the same things men board members
care about. In short, I am a person concerned enough about educa-
tion to do something I believe is important.
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Accountability and self-evaluation must be
considered a high priority by all trustees

if they are concerned about their Performances

self-evaluation,
key to accountability

charles h. polk
henry c. coleman, jr.

In community colleges, as well as four-year institutions, accounta-
bility is the new buzzword guaranteed to elidt a reaction. A recent
response came from Florida's Department of Education, which
established new accountability standards for state community col-
lege presidents. Under the provisions of that regulation, disttict
boards of trustees are now required to evaluate the efficiency and
effectiveness of their presidents and tell them what is expected of
them at the time of contract negotiations. .

Because the Daytona Beach board believes it is accountable
to the citizens of its district, it was not content to be the only part
of the institution not evaluated at least once a year and therefore it
conducted its first yearly self-evaluation in November 1975. With
the help of consultant Vaughn LaCombe of the University of Ala-
bama College of Education, the board developed and administered
its own evaluation instrument, which is shown below, along with
the responses of the seven board members. The first twenty ques-
tions are a modification of a questionnaire developed by the Florida
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Department of Education in a publication entided "Performance
Expectations for Responsible Community College Trustees."

self-evaluation instrument

se

1.1 have attended at least 80 percent of regular and callee meet-
ings.

Always 6 Often 1 Seldom Never
2.1 have actively participated in at least 80 percent of regular and

called meetings.
Always 6 Often 1 Seldom Never

3. 1 have participated in board and college assignments when
asked.

Always 6 Often 1 Seldom Never
4.1 have maintained a constructive attitude toward the improve-

ment of the college.
Always 7 Often Seldom Never

5. I have been flexible about the acceptance of new ideas and the
impact of changing times.

Always 7 Often Seldom Never
6. I have supported the majority decisions of the board.

Always 6 Often I Seldom Never
7. 1 have adhered to the general structure of parliamentary proce-

dure.
Always 6 Often I Seldom Never

8. I have attended collegerelated activities.
Always 6 Often Seldom I Never

9.1 have participated in trustee organizations whose activities re-
late to my duties and responsibilities.

Always Often j. Seldom 2 Never
10. I have recognized and observed my role as a policy maker and

left administration to the president and staff.
Always 7 Often Seldom Never .

I I. I have reviewed appropriate sources of information before deci-
sion making when possible.

Always j.. Often 2 Seldom Never
12. I have recognized the number one priority is-the student.

Always _5__ Often 2 Seldom Never
13. 1 have visited with colleagues and institutions to increase my

effectiveness.
Always 2 Often 5 Seldom Never
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14.1 have exercised discretion in dealing with sensitive matters.
Always 6 Often I Seldom Never

15. 1 have reviewed the audit.
Always 7 Often Seldom Never

16.1n all decisions relating to the expenditure of monies, I have re-
viewed the financial reports in order to secure the maximum
benefits in the most efficicnt manner.

Always _,6_ Often 2 Seldom Never
17.1 have reviewed the position of the president as a means to writ-

ing the president's contract.
Always 6 Often I Seldom Never

18.1 have made a continuous effort to observe the Code of Ethics.
Always 7 Often Seldom Never

19.1 have evaluated my role and performance as a trustee this year
as a means to become more effective next year.
Always 6 Often Seldom Never NA j..

20.1 have kept informed on college affairs and activities.
Always 6 Often I Seldom Never

21. There is a ekarly written and board-approved statement or pur-
pose for which the DBCC exists.

Yes 7 No Don't Know
22. Written statements exist which enumerate the statutory powers,

dudes, and responsibilities of the board members and the board
chairman.

Yes 6 No I Don't Know
23. Current written policies, consistent with statutory requirements

and relating to the purpose of the college, are in existence.
Yes 7 No Don't Know

24. A Code of Ethics has been established and adopted by the board
of the DBCC.

Yes 4 No 3 Don't Know
25. There is a formal procedure for evaluating the impact of policy

and its relevance, whkh includes a provision for revision.
Yes 7 No Don't Know

26. There is a strategy for lontrange planning consistent with the
objectives of the DBCC.

Yes _6 No I Don't Know
27. The duties and responsibilitks of the office of the presi-

dent were mutually agreed upon by the president and the
trus tees.

Yes 7 No Don't Know
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28. Pncedures have been dei eloped which ease the period of transi-
tion when a vacancy occurs in thc office of the president.

Yes 6 No I Don't Know
29. The board bases its continuing support of the president on his

execution of the mutually agreed upon duties and responsibili-
ties of his office.

Yes A.. No Don't Know
30. The president solicits appropriate counsel from the members of

the board in the execution of his office.
Yes 5 No Don't Know I

31. The president's counsel to the board is appropriate when sought
and/or volunteered.

Yes 6 No Don't Know
32. A formal eialuation of the board is conducted each year with

appropriate follow.up under the general coordination of the
president and the board chairman.

Yes 4 No 2 Don't Know

analysis

This instrument is clearly of the very simplest type. It was
designed primarily to stimulate thought among the board members,
thought that should lead to a deeper, continuous program of self-
assessment so that the trustees can be sure they are dealing effec-
tively with their management problems. "In general," wrote
Vaughn LaCombe, "the results represent a board that (1) under-
stands its role, (2) takes its job seriously, (3) supports its president,
and (4) is interested in the continuing development of the institu-
tion." The board members apparently agreed thcy were functioning
at the highest level in many ways, yet they did find several flaws.
They fch they could improve considerably by increasing thcir par-
ticipation in trustee organizations whose activities relate to their
own duties and responsibilities; qsiting colleagues and institutions
more often to increase their effeetheness; and establishing a code of
ethics for the institution. (In this case the board unanhnously
thought it was basically ethical, but noted that a formal code of
ethics had not been adopted by the board.)

Accountability and self.evaluation are not only "in," but
necessary for all trustees who feel a real concern for their per-
formance and for their relationships with thcir constituencies. Any
policy dealing directly with a program should be assessed Periodi-
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cally to determine whether the program is in truth consistent with
the policy. If it is not, the board should determine whether the pro.
gram should be altered or the policy amended. A serks of such
assessments results in a continuous evaluation of programs and be-
comes, perhaps inadvertently, patt of the board's continuous eval-
uation of itself. Other boards who wish to evaluate themselves arc
welcome to use or modify the instrument developed by the Day-
tona Beach Community College Board. .

Henry C. Coleman, fr., is chairperson of
the borl of trustees of the Daytona Beach

"rick) Community Colkge District.
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"The old dichotomy between policy making
and administration no longer applies"

the board and president must be
management partners, not adversaries.

building the
management team

. .charles h. polk
vaughan a. lacombe

. jeanne goddard

Relationships between boards and college prcsidcnts are beginning
to parallel in many ways the adversarial relations of the faculty and
administration. Lack of trust, poor communications, and the ab-
sence of role definitions characterize many of them. This situation
is not inevitable, but once it exists, it contributes to the nonreten-
tion of presidents (who seem to be in short supply, if one notes thc
average presidential vacancy rate in American colleges and universi-
ties) and the frustrations of trustees. We believe that a consideration
of several points may help to promote positive associations between
college presidents and their boards and to clarify their respective
roles. To facilitate the use of these points as a checklist for trustees
and presidents, they are presented in the form of questions.

1. Does the board counsel its president concerning its evalua-
tion of his operation of the college, and does the president counsel
the board, proiiding expert advice on its policy making? The
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board's major responsibilityand its most difficultis to hire and
retain a president. The best way we know to increase the amount of
time between those tempestuous periods when the board is search-
ing for a new chief executive is to establish a solid communication
base. The board that counsels its president but receives no,kedback
or advice from him will soon become frustrated by the one-sided-
ness of their relationship and cease its counseling. The president
who tries to advise and communicate with his board and is ignored
will soon be looking for greener pastures, for the burden of operat-
ing a college soon becomes too heavy if it is not shared. Thus, if the
board and president arc to function as the smooth, coordinated unit
they should be, they must inform each other of aH actions that may
affect the other. Otherwise, the communication links that bind
them will weaken, one will act without the other's knowledge, and
the result will be an uncoordinated effort. Enough disjointed move-
ment will eventual), cause the linkage to break completely. The
result: a president resigned or fired who otherwise might hue been
able to work with the board. Neither boards nor presidents arc
mind,readers; the) must communicate in the normal human manner
or not at all. To assume that the president or board is so expert as
not to need advice and counsel could be fatal.

2. Do the president and board view themselves as adversaries
or partners? There is no room for adversary acthities in board/presi-
dent relations. Thc old dichotomy between policy making and
administration no longer applies (if it eser did) either in theory or
practice. Any attempt to draw a rigid line between them only inter-
feres with the partnership in management. Though the president
may be an administrator, he is also the board's agent for achining
its goals and carrying out its policy. And the board olersces and
Mali Ites thc presklent's execution of these policies and plans.
Thus, board members arc in reality part of the management team
and presidents take part in making policy. For both parties the
primary benefit of this partnership in management is its stimulating
effect on communication. No longer does the president feel come
pelled to hide information from the board; neither does the board
h.ne to "pull cy c teeth" to discoter what is happening at the insti-
tution with which it is entrusted. When communication is open,
boards retain presidents.

3. Are presidents, boards, and indh idual trustees aware of
their proper respece.e roks? Some medal) of the functions of the
board and president is necessary if the) arc to counsd caelt other
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and bc joint managcrs. At thc samc timc, thc prcsidcnt, board, and
individual trustces must undcrstand thcir scparate rolcs. Individual
trustees must realize that, although they arc entitled to great re-
spcct, courtcsy, and apprcciation as a rcsult of thdr position as
tuctnbcrs of thc board, individually thcy have no formal anthority
exccpt that spccifically givcn them by board by-laws or statutcs.
Only as a combincd board do thcy gc .trn thc institutiot..

Boards makc policy, prcsidents implcmcnt it. A thin, gray
linc cxists bctwccn thcsc two functions, the misunderstanding of
whkh causcs most of tlic gricf that boards and presidents experi-
cnce. Thc unhappincss ariscs bccausc thc partics do not undcrstand
thcir own or thc othcr's function and bccause thcy fail to recognin
that thc linc is thin and gray, not thick and black.

4. Is thc board sccn as a "rubber stamp"? Boards arc sonic-
timcs sccn as mechanical bodics which knowingly or unknowingly
dcicgate most or all of thcir powcr to thcir prcsident and thcn pub-
licly grant pro forma approval to the prcsidcnt's every "rawest."
Not only docs this practice amount to an abdication of trust and
rcsponsibility, an act tantamount to malfcasance, misfeasance, or
nonfeasancc, but it also can Ind to furthcr managcmcnt crrors. Thc
board may circumvcnt thc prcsidcnt and cstablish dircct communi-
cation with othcr board cmployccs to somchow "buy back" a dc-
gree of the respectability it has lost by its irrcsponsibk dcicgation
of authority and rcsponsibility to the president. All the board really
gains by this circumvention is an employee who no longer is, or
fecis himsdf to bc, totally rcsponsiblc to thc chicf cxecuthe officcr
of thc institution. If thc prcsidcnt is to bc hcld responsiblc for thc
cntirc operation of thc collcgc, hc must bc ablc to havc thc cm-
ployccs he hircs fccl completely responsible to him. When the board
docs not fulfill its obligations, it is hampering thc prcsidcnt in his
exccution of his now grcatly incrcascd tasks. Whcn no onc is win-
ing, or ablc, to assumc rcsponsibility for thc cntirc operation of thc
institution, its ovcrall efficicncy and .fiecti%cncss arc bound to
suffer. Thc antidotc for this institutional poison is a healthy cxcr-
cisc by the board and prcsidcnt of their rcspcctivc powers.

5. Arc trustees Rally involvcd in the institution? 'Mot arc
some functions that arc morc appropriate for trustccs than for thc
prcsidcnt to perform. But to bc done =IL these tasks 'twin
trustees who arc committcd and imuhcd. An cxampk is rcprc-
senting thc college in thc fcdcral and state Icgislathc chambers. U-
MW trustccs arc appointcd or dcctcd, thc) arc political actors,
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and thus they are particularly well suited to handle this job. In our
political system, the individual or organization is expected to pro-
tect its awn interests; po one else will do it for them. If legislators
bear nothing from an institution, they assume that the institution
agrees with their 1 ositions. Involved trustees can approach legis-
lators and "let them know different."

6. Do trustees and presidents share a common objective in
their public relations efforts on behalf of the institution? It is ap-
propriatc and natural for both board members and the president to
do public rebtions work, but they should agree on a common pure
pose, one that we believe must revolve around and ultimately
benefit the students, for it is for them that the college exists. There-
fore, board and president must share an institutional perspective
rather than view their P.R. efforts as benefiting the faculty, admin-
istration, or other employees. Once consensus is reached, they can
work in complementary ways.

7. Is there any mistrust between board and president? If
there is, the chances arc a destructive adv crsarial relationship is im-
minent. The key to building trust is communicating and counseling;
boards must not be hcpt in the dark and presidents must be cows-
Med. The president has many opportunities to keep the board and
its individual members informed of the operation of the institution
and to indicate issues on which policy study and action arc needed.
Perhaps the most formal way is by placing items on the board's
agenda for meetings. In communicating with the board, the presi-
dent should understand the difference between providing informa-
tion on college operations, abdicating ith administrative decision-
making responsibilities, presenting policy alternatives to them for
their decisictn, and dktating policy decisions to the board. When he
is describing .his execution of board policy, he is not presenting
administrative probkms to them for their decision. When the
board is making policy determinations, he sits with them as an
expert advisor, not as a decision-maker .

The board also has many opportunities to counsel with their
president concerning his management of the college. Certainly most
of this can take place informally, but we also favor a formal, public
counseling and evaluation of the president by the board at least
once a year. This meeting sets a tone of openness and accountabil-
ity in this post-Watergate cra and lessens public mistrust as well as
mistrust between president and board.

8. Do the board and president allow the board's political
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nature to cause problems in their relationship or do they use it to
advance the institution? The advantages must be taken and the
problems neutralized if the board and president arc to function as a
team. The most significant benefit is the willingness of a board to
use its political clout to make things happen for the college. How-
ever, this advantage is only latent unless the board will function in
this manner and unless the president exercises educational leader-
ship in coordinating the application of this political power.

The most significant drawback of the board's political nature
is the possibility of its being "captured" by special groups, such as
faculty unions, student organizations, or community Mfluentials; or
of its knuckling under to demands from such groups for special
benefits that arc not in the best interest of the institution. Boards
arc political to ensure their responsiveness to the entire commu-
nity's needs, so by nature they can mobilize countervailing forces to
prevent special groups from fordng their demands on them. A polite
ically astute president can advise his board in this regard. Here, once
again, we want to emphasize the importance of communication and
counseling between president and board. This is the best way of
keeping their relations strong and cooperative instead of weak and
adversarial.

9. Does the president keep his board fully aware of trends in
education? Part of the president's responsibility is to act as the
trustees' primary educafional advisor. For example, he should ex-
plorc with them the concept of the "new" faculty member and the
"new" student so that they can make enlightened decisions.

Having reviewed nine issues which influence the working rda-
tionship between the president and the board, we now return to our
main theme. To increase the effectiveness of the presidents and
thereby retain him, and to prevent the board from becoming frus-
trated, board/president relations must not be adversarial. Instead,
they must be strong and cooperative partners in management. if
they understand and carry out their distinctly separate roles, if they
communicate and counsel with each other where thdr responsi-
bilities overlap, they arc well on the way to having an effective
team-
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Reasons for throwing out written policies
and creating an atmosphere conducive to

strong and innovative personal management.

policy development
b. a. jensen

"And God created organization and gave it Dominion over Man."
That's the Genesis I, Title 3, Subchapter 280A, Subparagraph VII as
published quietly in the Federal Regis ter"Policies and Manage-
ment: The Trustees' View."

Now that I have your attention, let me ask a question. How
many of you would prefer to manage a college without a formal set
of written policies? My college president has already had two heart
attacks, and if we were ever so unfortunate as to have him succumb
to another one, I'd like to head a list of candidates with those who
had sufficient confidence in their own managerial talents to be
willing to throw off the stifling shackles of written poLyin the
form to which it has degenerated today.

Let me describe one such set of pacies, the handbook of my
institution. It is a looseleaf compendium almost two inches of
assorted wisdom (nonsense), restrictions, and restatements of the
laws of Iowa. It was produced at a tremendous cost in trustee, ad-
ministrative, and faculty time. There is not one iota of humor or
friendliness in any of its pages, so it's no fun at A It is supposed to
solve all college management problems and is considered by some to
be a model set of policies. It is used most frequently by members of
the staff who are strict with words. They are most often heard to

38/39
4-3

..



40

say, "It can': be done, it's not in the written policy," These kinds
of people arc readily identified by their singular lack of new ideas
and unwillingness to listen to the kleas of others!

My lack of affection for written policy was not always so. I
once was a baptized, confirmed believer, one who often tried to
show trustees that they were just not quite apostolic if they didn't
write it down and set it aside. In 1952, I listened to the persuasive
sales pitch of a policy handbook salesman and he did a marvelous
job of showing an lowa school board just how far behind we were
by not having a policy handbook. He pointed out that the transi-
tion from thc educational backwoods would be quick, and pin less,
toobccause his publisher just happened to hme a set of basic poli-
cies which wotdd be an excellent starter for us, and he would be
happy to scll it to us. lle asked only one thing on our partit was
almost nothingjust send them a copy of every new policy we de-
veloped or any revision of the originals. After all, we would really
be helping other less far-sighted boards by contributing to their
policy handbooks. I'm told his publisher made a pot full of money
before they finally went belly up. My status as a believer lasted
until I began to see written policies become almost tot,dly alike all
over the country. Management inbreeding seemed to be the cause,
and those of you who arc students of genetics know what kind of
offspring result from too much inbreeding.

Written policy today is the outgrowth of discussion by admin-
istrators looking for new tools of managementways to keep nosey
l'teulty and probing trustees at bay, ways to even out the bumps
and ruts along the road to administrative heaven. All very !audible
aims, but the policy was implemented too often for the sake of the
system rather than for management results. The results arc abso-
lutely frightening. We arc smothered by a huge shell of oversimpli-
fied rules and regulations which tend to stifle el.cry new manage-
ment thought which is expressed by good administrators.

But all is not lost. The teacher unions just love written pol-
icy. The more detail, the better they like it. It is a perfect organ for
hog-tying and restricting management in the collective bargaining
process. it puts presidents and trustees in a management vise from
whkh they cannot escape, and the vise will be tightened by each
negotiation. If you doubt this, then try putting out the word that
you intend to dump your policies. You'll get reaction, and quickly!

Having confined my remarks almost exclusk7ely to polio:, I'd
like to say a few things about what management can be like without
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the tight wrap of written policy as it exists today. First of all, it's
important to reaffirm that we are talking about the management of
a community collegea phenomenon hardly old enough to be
ranked as an institution. It is an educational situation which
changes, or should change, continuously, a situation in which we
can and must deal with the future every day. The college can help
to provide the "good life" for an increasing number of people if
only we remain pragmatic, instead of becoming altruistic; humble,
instead of omnipotent and unapproachable.

Successful management of the community college must
surely begirv and end with a deep and abiding concern for, and
knowledge of, the people who will be servedan understanding of
the broad diversity of background and yearnings of the students,
and a sincere desire to help them achieve their aspirations. What I
have in mind is a management which counts its successes in terms of
individual achievement, rather than just counting F.T.E. increases
and measuring budget expansion.

I believe good management begins with picking the right top
man and then adopting something like the simple statement of re-
sponsibility which guides the trustees of Harvard University: "Our
responsibility is to see that the institution is well run, and not to
run it." If the trustees can pick the right man and let him run it,
and if the president can run it and keep his board well enough in-
formed that they will let him run it, then both president and boatd
will have discharged a major portion of their responsibility and have
laid strong foundations for a successful management effort. With
that kind of foundation, most of the policy handbook can be tossed
out. I look at this management business as a team undertaking, but
the kudos for it should go to the president. Of course the president,
if he is smart, will probably pass it down to his staff and faculty if
he wants it to continue.

What kind of a person is this right kind of president? Really
you just can't tell by looking at him. lie comes in assorted sizes and
shapeswith or without hair, with or without a doctor's degree, but
always with a large measure of understanding of the individual and
his needs. He is never without compassion. Probably he is not a
great scholar in the truest sense because he would not hme had time
to develop into that form of stagnation. He does not have a pat
answer to all the managerial probkms of the day because he realizes
there are already too many educational orthodoxies imposed on
people. He may very well appear to be different, which is another
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way of saying he knows the value of being somewhat bureaucrati-
cally maladjusted. He has a peculiar ability to pick out winners who
want to win. He points out the mission and then creates an atmo-
sphere where those winners can achieve his goals without the presi-
dent's having to do their work for them. He is willing to Ict them
make mistakes and has the ability to point out how their errors can
be turned into future succcss.

This right kind of president has an abundance of confidence
in his ability to manage, but doesn't let it hang on his skeve. He
understands finance, the use and leverage of money, and he prob-
ably is considered a tightwad by those who believe in the "ask and
it shall be gien" method of allocation. By the same token he may
be considered okay by those who espouse the "prove it and I'll find
it" method. This president is probably a fun-los ing person because
he is first of ail a very human being, but he believes in performance
and I mean excellent performance: He's the sort who can say to a
subordinate, "If you can't do it excellently, don't de it at all, be-
cause if it isn't excellent, it won't produce fun; and if it won't do
that, what the hell arc you doing here?"

What I've described is almost a "fly by the scat of his pants"
manager, a man who doesn't want his job overdesu-ibed for him by
a set of policies written ears ago by peopk much less capable than
he is. If this right kind of management specialist is hired, what's left
for the trustees to do? The answer is not a cop-out for thema big
job remains. The board has not only to pro% ide the platform from
which this man can manage but to keep it in good repair, because
there are many who will tear it down, some out of ignorance, some
out of slothfulness, some out of malice, such as thc AFT and the
NEA.

The difference between negotiating with the building trades,
as I have for twenty-11%e years, and negotiating with teacher unions
is this: after I've recehed sufficient raving and cursing and insults
from bricklayers or teamsters, we finally arrive at an adjustment. for
the next year, and they go back to work. 'they don't want to run
my business, The reverse is true for the teachers. They have stated
publicly that their aim is to make the policies first, and the salaries
will follow automatically.

The board's job is a big one. It involves a new wordmili-
tancy. It imol% es a continuing light at local, state, and national
levels to preserve not just the management platform but the whole
wonderful concept of education called the community college.
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Trustees arc probably not really very well prepared to do this job
when they first come on _their boards. However, they can do some-
thing about it. They can attend conferences and seminars and con-
ventions, expose themselves to the ideas of other trustees. But a
word of caution: they would do well to act like kids in a candy
store which hands out samples, tasting a bh of everytling but not
buying it all. They call probably make some just as good when they
get home.

If I've come on strangely and svong, it's not a mistake. If I
have projected the thought that management by personal style, by
personality and flair, is more important than management by the
numbers, then I have made the points I intended to make. In this
overbureaucratized society of ours, we desperately need outstand-
ing individual leadership if we arc to escape the waves of conform-
ing mediocriti. I, for one, am willing and eager to defend my posi-
tion against the jeers of those who can't stand the refreshing breezes
of new and changing ideas.

I challenge you to start a revolution in management. Throw
out your written policies and instead adopt some goah for the insti-
tution you serve. Change your top manager, your presidentand I
don't mean fire him, except in the rarest of circumstances. I mean
give him the platform from which to operate. Create an atmosphere
which is conducive to strong and innovathe personal management.
If he's worth his salt, and he probably is, he will surprise you with
his blossoming. If he doesn't, then it's time perhaps to discuss
where and how changes must take place, either a new president or a
new board.

You've got a good thing going for you. You're on the board
because you want to be, because you want to wive, or at least you
should want to. If not, then both you and sour college have a prob.
lcm. If you want to serve and arc willing to learn more about that
service, if you arc willing to understand your role as a board mem-
ber, willing to let your president manage and hold him accountable
for the management, then we can look to the future of s our college
and mine and like what we see.

B. A. Jensen is a trustee of Kirkwood
Community College in Cedar Rapids, Iowa.
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As students, faculty members, and the public bring
more suits, trustees must become aware of potential

legal problems and secure competent legal advice.

the law and the board

george e. potter

Few things arc more important in managing a college than under-
standing how the law affects its governance. One reason is that our
complex society seems to require more and more laws to regulate
the actions of its members. Another is that a growing number of
people arc resorting to the courts to redress their grievances, as is
evident from the considerable publicity given to the increase in liti-
gation and the crammed court dockets. A third factor is the tend-
ency of courts today to become legislative bodies. The law in Amer-
ica is based on the English system of common law in whkh the
courts develop legal principles to deal with the problems of society.
As new problems arise, new principles arc developed; but the old
principles remain part of the common law and arc followed by the
courts. The legal term for the latter is stare decises or precedent. It
was generally the rule that once precedent was established, the
courts followed it and left it up to the people or the kgisiatures to
enact statutes or constitutional amendments in derogation of the
common law. However, in recent years the courts have grown im-
patient with the kgislative bodies and arc overruling common law
principks all the time. Principles that have been established for
hundreds of years arc suddenly no longer guiding our society.

All three of these factors are making a knowledge of the law
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more important than it has ever been in the history of education.
Every year literally dozens of bws arc introduced in state legisla-
tures which directly or indirectly affect colleges and universities.
Every year more citizens, more students, and more faculty members
arc seeking to redress their grievances in court. It seems that stu-
dents and faculty members see a viobtion of constitutional rights in
every action of an administration or a board with which they dis-
agree. It seems that chizens in general arc no longer likely to accept
the actions of their government without challenge. So although edu-
cators need not necessarily become lawyers, they should at kast
gain a working knowledge of educational law and learn to recognize
potential legal problems before they develop into actual litigation.

student litigation

Suits brought by students greatly outnumber those brought
by faculty members and members of the public. They arc challeng-
ing rules governing speakers on campus, the distribution of litera-
ture, the solicitation of funds, and on campus demonstrations, as
well as rules requiring living and eating in college facilities. Suits
hate been brought by females insisting on their right to participate
in male athIetk programs or demanding the development of a broad
range of female athletic programs. Nonresident tuition charges have
been challenged as a result of both the eighteenlear-old vote and
the increasing use of eighteen years as the age of majority. This last
issue probably will not be as important in the community college
motement becatse most of our students live within our districts.
But for those institutions that have dorms or have a great number
of nonresident (out-of-tlistrict) students, this is a potential legal
problem. We may reach the point where all students will be local
residents.

Surprisingly, students have also sued over disruptions on cam-
pus which interfered with the educational process. They have
sought injunctions against curtailing classes because of disruption,
and in a couple of instances, students have tried to get refunds of
tuition because they didn't get what they paid for. Unfortunately
for the students, the courts have tended to rule against them in the
latter cases, but onl} because their education was interrupted only
briefly. If the disruption is ore than brief, the college may have to
make such refunds.

The denial of academic degrees is another subject of litiga-
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tion. In one ewe the court found that the student had been led
down the primrose path because administrators had made him think
he was on proper course toward receiving a degree, but when he had
completed two years (in a community college), he was denied the
degree because he hadn't conformed to all the requirements. How-
ever, the courts have generally upheld colleges' denial of degrees if
there has been any reasonable basis for the denial.

A great many lawsuits have concerned the regulation of stu-
- dent newspaperscensorship, dismissal of editors, refusal of an

administration to allow them to accept certain ads, a college's at .
tempt to convert the newspaper to an instructional tool. If student
funds arc used, particularly funds allocated for student activities,
then little control may be exerted over the student newspaper.
That's clear from the various court decisions.

There has been litigation over discontinuing food services,
not recognizing student organizations, and not allowing students of
one sex to enter a college limited to the opposite sex. Students have
sued for damages resulting from injuries sustained while in school,
and from disclosure of confidential information. They have sued be-
cause of searches of their cars, their lockers, or their persons by
school authorities. And dress codes arc being challenged right and
left. .

The courts have not been uniform in their holdings in these
cases. They have, in fact, ruled differently in different states and in
different federal districts. However, there seems to be a common
thread running through all the decisions: boards and administrators
have comprehensive authority, consistent with fundamental consti-
tutional safeguards, to prescribe and control conduct in schools.
Further, they have the responsibility to control and regulate what-
ever behavior of students tends to impede, obstruct, or threaten the
institution's educational goals.

However, their authority over the students, while comprehen-
sive, is not absolute. Rules regulating speakers, distributions of
materials, and so forth, arc permissible, but they must be reasonable
and not violate the student's constitutional rights. The criteria for
allowing or denying a request must be specific. An expeditious
review procedure must be available in the event the request is
denied. Finally, although disciplinary action against students is an
inherent right of an institution, due process must be followed at all
times. What constitutes due process varies with the severity of the
disciplinary action. If a student is given a lengthy suspension or is
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expelled, he must have a hearing, an opportunity to confront wit-
nesses and be represented by counsel, and a right to introduce evi-
dence on his own behalf.

The best advice is to follow what we have done on our own
campus and what most other community colleges arc doing: repeal
your dress codes, repeal your regulations on the distibution of lit-
erature and on speakers, and be hard-nosed on those things that
count. On our campus, disruptkn of a speaker's talk, disruption of
the educational process, or carrying firearms means immediate
expulsion. There is no compromhe. However, we do not regulate
what students wear, what they do off campus, or their advocacy of
politkal views. We feel that a free exchange of ideas must be earrkd
out on a college campus.

One of our rules has been particularly effective. Any student
who is :onvicted of violating the law while on campus is automati-
cally expelled without further heating. Students have cried that this
action puts them in double jeopardy. But punishing them in a col-
lege administrative proccedjng as well as in a court does not create
cOuble jeopardy. Due process is observed by the court, and the due
process requirements of a college proceeding arc much less stringent
than those of a criminal proceeding. Consequently, we have taken
the position that the student is not going to get two hearings. Ex-
pulsion doesn't preclude readmission, depending on the nature of
the offense.

Following student disruptions, a rash of laws were passed by
state legislatures regulating conduct on campus. And of course,
every state has trespass laws. Both of these kinds of laws have useful
purposes, but they arc quite technical, so if you think you might
have occasion to invoke them, insist that your administrators be-
come acquainted with them. Many cases have been lost not because
the law wasn't being violated, but because the administrators were
not acquainted with its technical requirem en ts.

faculty litigatioi

Of the cases recently filed by faculty members, more than 90
percent have involved dismissaloutright firing, failure to rehire
probationary teachers, compulsory retirement, and other actions
that resulted in the teacher's loss of a job. The law on these issues is
not very clear. If they have tenure, of course, you have to establish
good cause, and even if they don't have tenure, you may have to
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establiegood cause. If they're on probation, you generally don't
need sail cause to dismiss them.

These and other kinds of legal problems with teachers are
definitely on the rise. The reason is simply that more and more
states arc enacting public employee collective bargaining laws.
These require public employers to recognize any union whose mem-
bers form a majority of the employees within a cerhin bargaining
unit; thc employer must sit down and bargain in good faith with the
union and, if agreement is reached, enter into a labor contract.
These acts traditionally arc modeled after the National Labor Rela-
tions Act and contain the following elements: (I) they affirm the
right 0 f employees to join labor organizations; (2) they specify elec-
tion proceedings for the determination of an exclusive bargaining
representative for an appropriate unit; (3) they require the em-
ployer to bargain in good faith; (4) they prohibit interference or
discrimination hy tly employer because of union activities; (5) they
provide the cmp:oyeL. and sometimes the employer, with remedies
for unfair labor piactices; and (6) most prohibit strikes.

Already we have had suits to determine what constitutes a
strike. A New York court said that a mass resignation is a strike. A
New Jersey court held that a blacklisting of a school distrkt by the
NEA constitutes a strike. In Michigan, although it is illegal to strike,
the Supreme Court said that it would not allow an injunction order-
ing the teachers back to work unless the school could show irrepara-
ble harm to the public.'Consequently, most courts in Michigan have
been reluctant to enjoin strikes.

State labor relations acts set up sev eral methods for resohing
conflict. Strikers may be punished through voluntary or mandatory
sanctions by the employer, but frankly, both of these mepsures
have been notably unsuccessful. Some states are allowing a limited
strike, a strike by public employees whose work does not involve
public safety. They recognize that prohibitions against strikes just
haven't worked. Labor relations acts also provide for handling con-
flicts with "bargaining aids." Mediation occurs when a state-
appointed mediator comes in and tries to resolve the dispute be-
tween two parties. Settlement is entirely voluntary. Another aid is
called fact finding. It involves the appointment (>f a supposed4 dis-
interested person by the state bbor hoard who comes in, takes testi-
mony, receives evidence, and then finds facts, rendering his findings
in some sort of impartial judicial atmosphere. General]) the result is
an attempt to compromise the two positions rather thm an objec-
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tive finding on "facts." A third bargaining aid, compulsory arbitra-
tion, isn't required by most state acts, except possibly for cases
invohing policemen, firemen, prison guards, and similar employees.

Prepare yourself to deal with unions. If your state has a pub-
lic employee reladons act requiting you to recognize and bargain
with employees' unions in good faith, then I suggest that you
acquaint yourself with the law in this area.

other parties seeking litigation

Although taxpayers have shown less inclination to sue the
government than students or faculty members, there haw recently
been several taxpayer suits questioning the %alidity of millages and
bond issues. And there has been a rash of suits lately by the news
media demanding information relating to employees' salaries, stu-
dent organizations, and the like. Courts generally have held that
info: mation on salaries, fringe benefits, hours of work, and similar
mat:ers is public and must be disclosed. Exclusion of the public
from the campus is the subject of several cases. Some of these have
arisen when nonstudents came on campus and were charged with
trespass violations. In other instances, rules keeping the public off
some campuses have been challenged. Another interesting case con.
cerned segregation. A Virginia federal court blocked the comersion
of a community college to a four.year institution, finding that the
change was proposed solely to allow the college to compete with a
previously all-black public college (4-year) nearby.

In summary, public litigation, that is, suits brought by mem-
bers of the public other than students and teachers, has not been
common in recent court history and is unlikely to increase very
much. What is going to increase a great deal in the near future is
faculty litigation and, specifically, cases arising from collecthe bar-
gaining with employees,

recommendations

First, learn to recognize potential legal problems and c;:en
anticipate statutes and regulations uhich might affect y our opera-
tion. In other words, set up a sort of an early warning system and
become as competent as ou can on the subject, but don't consider
yourself as good as a lawyer. :Many trustees haw gotten into trouble
because they didn't consult a lawyer. The law is not black and
white, it is very gray, and it is not an exact science, but an art.
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Second, employ competent colmsel. Make sum that the ndes
and policies that your board intends to adopt arc first examined by
your lawyer. Generally, it's best to employ a firm rather than a
single attorney. The legal profession continues to have its head in
the sand, pretending that all hwyers arc able to handle all kinds of
law, but you don't have to accept such nonsense! This profession is
as specialized as medicine, and one practitioner cannot be com-
petent in all fields. If you have a one- or two-man firm that is pres-
ently representing your college and doing a fine job, continue to use
it. However, you may get into specialized matters, like labor issues.
At that point, insist that your firm recommend an assocL-tte who is
expert on that subject. Urtring competent counsel will save you
money in the long run.

Finally, don't think that what happens in the courts is all-
important. Thc statutes enacted by s our state legislature and by
Congress, and the rules and regulations adopted by sour various
state and federal agencies, will hate A greater beating on your insti-
tntion than court decisions. You can win an inning in coon and lose
the whole ballgame in the kgislature. So organize effeakely on the
stme level. Sharpen your political skills. Don't hesitate to !obi)) in
the legislature, Congress, and the various state .utd federal agencies.

If you develop a working knowledge of the law, employ and
use competent counsel, and do your homework in the legislature
and agencies, then you'll grimily at oid kgal problems. If sou do
none of these things, you're headed for disaster and s cued better
budget a good share of your funds for kgal expenses to get s on out
of the troubles you arc ping to be in.

5 t
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A case study analysis of the effects of stress
on the members of one board's bargaining team.

preparing for
collective bargaining

richard a. gardiner

In January 1969, the Community College of Philadelphia (CCP)
entered into collective bargaining with Local *2026 of the AFT,
and a year later the institution's first master contract with its fac-
ulty was ratified. Since similar actions are taking place with increas-
ing regularity around the country, I think it is enlightening to look
at their causes. At CCP, unionization seemed to he the result of
shift from a liberal arts emphasis to a comprehensive community
college orientation and a corresponding change in administrative
style.

At its inception in 1965, the college was generally perceived
by administrators and faculty alike as an institution for teaching the
liberal arts. But apparently, preparation for and the actual experi-
ence of a 1967 Middle States Association accreditation effort
directed the attention of administrators and trustees to this liberal
arts bias, and they subsequently decided that the concept of a com-
prehensive community college was more suited to their rapidly
growing institution. Believing this change to be an entirely legiti-
mate step in the college's development, they moved strongly to
implement it between 1967 and 1969. Simultaneously, what
seemed to have been a collegial relationship with the faculty was

52/53

55



54

eroded when the board nd presklent became incrosingly firm in
their commitment to this educational principk. Whereas tlw faculty
had had autonomy and the freedom to make decisions at the de-
partmental lesel, they now pereched a mose toward centralized
decisionmaking. T1ie1 resented what they reorded as an invasion
of their professional rights and responsibilities-to which they had
been comfortably accustomed. Accordingly , as administrath e lead-
ership became firmer, so too did faculty resistance. By 1969, their
positions svere polarized, and only, two specific issues-the depart-
ment head issue and the October 15 moratorium-were needed to
catalyze the formation of the union.

Serving at the time as the assistant to the presklent for per-
sonnel relations, 1 was the president's representatise at the table for
the final sewn months of the negotiations. The board's chief nego-
tiator was a professor at a local unkersity school of business and a
widely experkneed public school negotiator. lie ss.ts assisted by a
prominent Phibdelphia labor relations attotney both skilkd and
experienced in prisate sector negotiations. he board team %%as
completed by the CCP business in.mager and a number of tempo-
rary members drawn from the lop echelon of the college adminis
tration.

By the time negotiations began, the college had more than six
thousand students, approximately two hunched faculty and staff
members, and a board of trustees appointed by law by the may or of
Phibdelphia. The nature of the trustees' ins oh ement in the bargain-
ing experience can be summoned as follows. At some point, an
assumption was made-or was at least allowed to ooke operathm-
Ay -that the bargaining would be handled largely by the adminis-
tration, using hired professional negotiators. The board's partkipa-
lion would be minimal until a crisis should occur or the final con-
t act was read) for approsal. Thus, all preparation and planning was
done only by administrators and professional negotiaors, while tlw
Board was "kept info med."

The minutes of the proceedings demonstrated this approach,
showing how) board imohement when the fhst strike was threat-
ened in March 1970 and when each of the three actual strikes
occurred in September. October, and December of that year. By
contrast, tlw first two drafts of the board position that were pre-
sented at the bargaining table had been produted by the ptofes-
sional negotiators in consultation with die administration and had
neser been appros cd b ilw board in either substance or concept.
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the study

After the negotiations were over, I felt it was important to
analyze the effect of this pattern of hoard involvement on the deci-
sions that were made by the board, administrators, and professional
negotiators during the bargaining period, especially because in many
instances the decision-making process was characterized by a great
deal of stress, tension and disharmony. And CCP administrators
alleged that these conditions had a negative effect on the substance
of the decisions reached and ultimately on the contract itself.

T I examine this pattern, I used a case study approach and a
modified social systems analysis. The trustees, administrators, and
external agents (the professional »egotiators and the legal advisor)
were conceptualized as exclusive and discreet components of a
system which received inputs from the faculty federation in the
form of demands, acted on these demands by converting them to
decisions, issued these decisions as outputs which in turn served as
feedback to the federation, triggering new demands/inputs, and so
on. My analysis of the operation concentrated on eight significant
conversion decisions, which were subjected to two questions: How
was the final decision reached? And who influenced whom in mak-
ing it?

The criteria for selecting these eight decisions evolved di-
rectly from the events which transpired during the negotiations.
Specifically, four critical situations imolving threatened or actual
strikes were documented. They were viewed as critical because in
each instance the normal functioning of the institution was directly
affected by and contingent upon the outcome of the board/admin-
istration conversion of faculty demands to outputs. At no other
points in the bargaining process were institutional operations thus
threatened.

In each of these four situations there was an easily discernible
pair of key conversion decisions by the board and administration.
The confrontation decision was the one which when expressed as
output provoked a strike or the threat of one. The resolution deci-
sion, expresed as output, settled the confrontationin one case it
averted a strike and in the other three it settled a strike already in
progress. A brief description of the substance of these four critical
situations will be helpful as background.

Critical Situation A (unit determination) involved the basic
issue of whether department heads were to be included in the bar-
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gaining unit. The faculty organization adamantly demanded their
inclusion, and thc board/administration team just as adamantly
opposed it. The faculty organization threatened a strike unles their
position was upheld. A compromise agreement averted the strike.

Critical Situation B (the art aide issue) centered on the fat:-
ulty group's contention that an art aide whose service had been
terminated by the administration on the grounds of reorganization
prerogatives had been unfairly treated and should be reinstated. The
administration refused, citing its managerial right to reorganize the
college. The faculty organization called a meeting for the morning
on the day the college was scheduled to open. The board/adminis-
tration then refused to open the college. The beginning of the fall
semester was thus delayed by some three weeks as a result of the
first strike by the faculty union. Agreement was later reached by
both parties before a judge in chambers.

Critkal Situation C (the second strike), according to the fac-
ulty organization, was caused by the absence of movement by the
board team on substantive issues, a contention bitterly disputed by
the latter. This strike lasted only one day and was again resolved by
agreement of both parties before a judge in chambers.

Critical Situation D (the third strike) again involved the
alleged absence of significant movement by either team according
to the other. An important new element in this strike was the fact
that by virtue of the second agreement before the judge, the college
was legally uhable to secure an injunction, and the strike itself ap-
peared legal under Pennsylvania Act 195. This strike was setded
some six weeks later when thc master contract was signed by both
parties.

My analysis of the decisions made by the board team revealed
that in each of the four situations the team members were unified
in their views leading toward and their support of the confrontation
decision. But in deliberations before the resolution decisions, eon.
ducted as they were under pressure, a highly stressful polarization
developed between the administrators and thc external agents, and
the board was forced to choose between them. The pattern is exem-
plified in the following discussion of the substance of the resolution
decisions.

In Situation A (March), the professional negotiators were suc-
cessful in persuading the board to compromise its confrontation
decision by agreeing to negotiate the duties of department heads in
a separate "side-bar" session. The administration was never per-
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suaded, hut its objections were to no avail. Situation B (September)
saw the professional negotiators again successful. They persuaded
the hoard to reinstate the art aide, giving her a "suspended service"
status with full pay; her complaint was eventually to be settled via
the negotiated grievance procedure. The administration never
agreed with this resolution and fought vehemently against it. Ulti-
mately, the boardapproved resolution was actually reached hy the
legal counsel before a judge in chambers and apparently without
further discussion with the hoard or the administration even though
the situation %vas entirely different at that point because of the
newly initiated student injunction proceedings which brought the
parties to court.

The resolution of Situation C occurred when the legal coun-
sel and one professional negotiator agreed, again before the judge in
chambers and as a result of another requested injunction, to come
press the time period required by P.L. 195 for the use of impasse-
reducing mechanisms. They also agreed to waive the college's right
to seek an injunction against a strike under the "clear and present
danger" provision of the law in return for a faculty return to work.
This agreement rendered a strike hy the-faculty, should one occur
after the agreed-upon time period had expired, entirely legal; it also
rendered the college legally powerless to stop such a strike. This
resolution decision was reached unilaterally by external agents,
again with no apparent authorization from or communication with
the hoard or the administration.

The resolution decision in Situation D was madc when the
professional negotiators were successful in persuading the board to
ratify the contract again over the continuing objections of the ad-
ministration.

Additionally, thc analysis indicated that the influence of the
external agents was not limited to resolution decisions. Increasingly,
as the bargaining wore on, the president and his chief administrators
saw their positions and recommendations disregarded hy the board
in favor of actions supported hy the external agents. In the final
two months, this pattern was evident even in rdation to the crucial
matter of bargaining latitudes, that is, what subjects were negotiable
or mentionable and how far the negotiating team could move to
effect settlement. Again in these cases, the negotiators presented
their views and recommendations, the administration objected and
presented counter-proposals, and the hoard followed the negotia-
tors' recommendations.
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conclusions

All evidence points to the inescapable conclusion that control
of the decision-making process in the board/administration team
was gradually and imperceptibly assumed unintentionally by the
extemal agents. As a result, the major critical decisions, although
authorized de jure by the board, were actually reached de facto by
the external agents. This unintentional assumption of control over
the decision making that was the major cause of stress among the
three constituencies, although the situation was not clearly under-
stood at the time. All the administrators invok ed in the proceedings
sensed that something was amiss, but none could precisely identify
the problem because of such close and emotional involvement.'

The stress seems to have been created as follows. By extract-
ing bargaining latitude from first the administration and then the
board, the external agents evidently threatened thc institutional
status quo even more than the collective bargaining itself. Their
capacity to threaten is probably explainable by the fact that they
actually did link the board and administration directly to the bar-
gaining table. In any event, the administrators characteristkally
tried to protect their coveted positions and became increasingly
mistrustful and resentful of the external agents, while the lay
trustees were placed in the uncomfortable position of having to
choose between the two.

As we have seen, this pattern of decision-making became
entrenched and it reinforced the generation of stress. EAcry time
the professional negotiators were successful in influencing the
board, the administrators' resolve to resist the next attempt to
erode their prerogatkes and positions stiffened and resentment in-
creased. The tragic fact is that both were motkated by a perfectly
defensible rationak: the administration sought to protect the insti-
tution; the external agents had to hae bargiining Latitude to attain
compromise and reach settlement.

Thei : were se%eral reasons for the lay board's consistent sup-
port of the external agents. First, supremacy in oratory and persua-
sion dearly belonged to the professional negotiators, one a skilled and
articulate labor relations lawyer, the other a pofished and urbane
college professor. Here was definitely a case of "no contest." Sec-
ond, the trustees, many of whom had been associated with the col
lege since its creation, were laudably committed to the education of
the MP students. Most important, however, the board's response
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was directly affected by the ad hoc, crisis.oriented nature of its par-
ticipation in the negotiations. There is no evidence that systematic
planning and preparation, involving trustees, 'administrators, and
external agents, ever occurred. This is not surprising, given the
board's inexperience and the many demands on their time. It is
accurate to state that throughout the proceedings the trustees wcrc
directly involved only during periods of crisis.

As a result, then, of thk lack of preparation as well as a keen
sensitivity to its responsibility to keep the college in operation, the
lay hoard, besieged by the external pressure surrounding strikes,
student sit-ins, court injunctions and appearances, and the dissath-
faction of the mayor and councilmen, was most vulnerable to the
oratorical and persuasive skills of its negotiators.

Following completion of the negotiations, I was quite
tempted to oversimplify and state that the stress and its causes,
both personal and situational, had had a negative effect on the con-
tract, rendering it far more liberal and institutionally damaging than
it would have been otherwise. Indeed, this was generally thc admin-
istrative view following contract ratification. However, the available
evidence does not sustain such a conclusion. Other than conjecture
there is no basis for comparison, because no positional agreements
existed other than those negotiated. It would be equally inaccurate,
however, to suggest that the decision.making process was not ad-
versely affected by the stressful conditions.

During collective bargaining, as Howe (1973, p. 17) suggests,
the board and the administration ideally should agree on substan-
tive positions, bargaining limits, and the like, so that the board team
may meet the challenge to the institution as effectively as possible.
Cleady, in the CCP experience, harmonious relations between the
trustees and the administrators existed for the most part only in
reaching confrontation decisions. When it came to resolutions, the
administration was openly abandoned by its board. To suggest that
this absence of support was received by the administrators even
passively is absurd. Early frustration turned to perceivable bitter-
ness as the bargaining drew to a close. And these feelings prevented
the effective use of their intelligence and insight. A defensive self-
protective stance and a stressful atmosphere arc seldom conducive
to creative problem solving and decision making.

With regard to relations between the board members and the
external agents, it is likely that their decisions were also affected to
some extent by the stress situation. Although the substantive deci-
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sions might have been the same, the effects of oratorical skin and
persuasion might have been less had adequate planning, preparation,
and discussion replaced the ad hoc, crisis approach to board partici-
pation. In general, then, stress in the authority system resulted in
part from the nature of the trustees' involvement and negatively
influenced the decision-making process in that it closed off some of
the human resources among the administrators and perhaps the
board members, resources which certainly would have been helpful
in responding to the challenge of collcctive bargaining.
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Effective board members understand and are
involved in politics at all governmental levels.

trustees, lobbying,
and legislators

waiter b. calved

Just as our education as trustees does not begin as we enter our
building doors, neither does it end as we leave our respective board
meetings, because continuing education is an important ingredient
in our continued success. One of our "required courses" should be
on political knowledge and involvement. We will be more effective
if we understand and appreciate the efforts of various politicians
and lobbyists and learn to work with legislators at all governmental
levels. The media do not always bring out the actual story of these
efforts because they are concerned with presenting sensational
news. For example, one newspaper I know used to publish a run-
ning report on the number of minutes the legislature was in session
each day, which led peopk to believe that legislators only work
during the actual sessions. The truth, of course, is that they spend
many 'long hours outside the chambers attending meetings of all
types and doing research. Even the hours in caucus arc a very neces-
sary part of the legislative process. It is just as ridiculous to say a
legislator works only when he is in session as it is to say a teacher
works just in class, or the clergyman when he preaches Sunday
morning, or the newspaperman while the presses arc rolling.

Now what about lobbyists. Lobbyists are people, they are
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human beings and they are citizens. In Wisconsin, by law, all lobby-
ists arc registered and they represent onl) legitimate businesses and
professions. As authorities in their respective fields, lobbyists arc
necessary, because a legislator cannot possibly bc an expert on
everything. When he has more than two thousand bills to consider
each session, hc cannot possibly be well informed on all of them.

After your faith has been restored in your duly elected repre-
sentatives and your lobbyists, establish rapport and keep in touch
with them. Write to them often and express your opinions, but bet-
ter still, personally contact them and express your views. Attend
the public hearings which arc held for all significant bills and make
your views known. If it is not possible to do that, register for or
against the pending bills. If the legislator from your district is on
the committee, he is glad to have you attend the hearings and hear
your presentation, as well as to ask your opinions. He, of course,
might also like to give you his .iews. Finally, after the vote is taken,
e.en if your legislator did not vote the way you thought hc should,
judge his value as a legislator on his whole record, not on onc or
two bills.

.

Do not overstress the so-called roll calls of legislators. Some-
times a newspaper or a special interest group obtains thc roll calls
on a few bills and rates the lawmakers according to the way they
voted on bills that the group thinks arc important. I believe that a
voting record on ten to twcnty bills out of two thousand is not
necessarily a reliable test, What one person or group considers im-
portant might, in the opinion of another group, be against the gen-
eral public interest, which is what the legislator must consider.

I realize it is more difficult to contact and mcct with your
congressional representatives. But thc trustee has an effective execu-
tive director in Washington, and whcn he makes a personal contact,
you arc effectively able to exert pressure on your representatives.

Invite your local state legislators to meet with your groups
and associations. Imite them to your schools. Show them your
buildings and what you arc doing. Tell them what the students arc
doing and where they end up. Tell them not only of the training
but of the retraining y ou arc giving in order to keep up with chang-
ing technology in industry. Describe } our outreach programs that
arc prmiding quality part-timc adult education to thousands of resi-
dents statewide.

In summary, let me briefly list a fcw do's and don'ts that can
help trustees be effecthe in working with state and federal legisla-
tors. To be successful, do the following:
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1. Know your representatives, both state and federal.
2. Organize your efforts. You have the Association of Com-

munity College Trustees and Assodation of Vocational, Technical
Institutes.

S. Meet as associations and agree to support, oppose, or to
take no action on pending legislation.

4. Select and organize an active legislative committee within
your association.

5. Hire a lobbyist if possible.
6. Contact your local legislators; if all of your districts oin

this, you arc effectively covering the entire field of representation.
7. Give most of your effort to the important issues instead of

trying to cover all of them.
8. Work with other lobby groups in addition to your own

association, such as the Association of School Boards, other educa-
tion groups, and labor organizations. (No singk group has done any
more for the success of vocational education in Wisconsin then the
labor unions.)

9. Personal contacts arc the most effective method to use in
working with legislators.
To be successful, do not do the following:

1. Write long laborious letters to your representatives.
2. Be a parrot and use the same language your executive sec-

retary or lobbyist has used.
3. Flood the legislature with mimeographed material.
4. Write disgruntled or uncomplimentary letters.
5. Fail to write a thank-you note to the legislator for passing

or showing support for a bill you favor.
6. Make a nuisance of yourself with the legislator or legis-

lat are.
Remember this fact: most legislators wish to support the

positions of the majority of their constituency. If each district
wishes to he effective, its members must aH be active in this process,
and the more participants who arc not vocational, technical, or
community college employees, the better. Become int olvedyou
can accomplish much in these efforts.

Walter B. Calvert is a trustee of the Southwest Wisconsin
Vocational-Technical Institute in Fennimore.
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The basic methods for bringing
financial stability out of chaos.

a hard look at finance

fred I. mathews

Financial Crisis! is apt to be the headline when educational institu-
tions are discussed today. But this phrase would be MOM accurate if
it read, Trustees Create Financial Crisis, because there is often little
relationship between an alleged crisis and the dollars per pupil avail-
able to run an institution. In fact, the problem colleges are often
those who have lived high, spent lavishly, and neglected produc-
tivity and accountability from the top down. I place the blame on
trustees because the buck stops there. As trustees, we are the ones
ultimately responsible for the financial health of our institutions.

During the past decade, almost any college could survive
financially, even with mediocre management. Money problems were
solved by increasing enrollments, more state aid each year, new fed-
eral dollars, higher tuition, new and higher tax levies. Politicians,
the public, and students passively accepted this kind of solution as
the crusade for "Quality Education" became synonymous with
more and more money. But no mord The public now realizes that,
witWn reason, little relationship exists between "quality education"
and the dollars available. The excesses of the sixties have brought
state governments and the federal government near the breaking
point so that these revenue sources are diminishing. Students will
no longer pay higher and higher tuition. And new millage assess-
ments have as much chance of passing at the polls as the proverbial
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snowball in Hades. All is not lost, however. Wc can, if we have the
will, emerge from the financial crisis of thc mid.soenties and cnd
this decade stronger fiscally and stronger educationally than ever
before. Those of us who have bccn looked upon with somc appre.
hcnsion for applying hard.nosed business principles to education,
during thc years when this was not popular, have been vindicated
and now find a listening audience for our views.

As I said, a sound financial condition begins with the board.
Gonc arc the days when the public could afford to lune a trustee
selected solely because hc or shc balanced a board radalIy, ethni-
cally, by sex, by age, or any of thcsc artificial criteria. Today the
trustee must be able to read a balance sheet, understand finance,
and be willing to make the hard, but sound business decisions neces-
sary for a balanced and logical budget. I hasten to add that these
requirements do not necessarily rule out the minorities, the women,
or the young, because all these groups do have many qualified mem.
bcrs.

To build a board with thc 1..-zessary skills and determination
to govern this big business- and it is a big businessthe trustees
must first oaluate themsches to scc whether changes within the
board arc needed. Those withottt thc expertise or the will to go% ern
should be politely asked to resign. Then thc board must e%aluate its
president. Does he ha% c the capabilitks to carry out sound board
policies and objecti% cs consistent with ,n ailab le re% enues? The presi-
dent must in turn oaluate his administrathe staff to determine
whether they arc in tune whh thc board's policies and %vith his
methods for carrying out those policies. This hard o .thiation, from
top to bottom, in an institution with financial problems, will prob.
ably result in some signifkant staff and board changes. During this
roitalization and reorganization, the board must also de% clop long.
and short.range goals and objecthes for the institution. It is hard to
determine thc cost of a trip without a map showing where you are
going.

Once this shake.up is over and a competent board, president,
and staff are hard at w ork, it is time to de%clop the budget. With the
right staff and well-do eloped pulides, the board need only say to
thc president, "Bring us a balanced budget." It must be thc presi-
dent, not thc board, who now referees all the academic wrestling
that goes on inside the institution at budget timc. A board in% t,!%ed
at this time will create chaos. But when the balanced budget is
ready, thc board must scrutinize k carefully. By thc way, an opera-
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ing budget which uses any nonrecurring income to balance it is
rcaHy a deficit budget. The use of surpluses, resenes, umisual gifts
or grants to babnce an operating budget has brought many colleges,
two or three years hence, to financial crisis.

To be meaningful, the proposed budget must be extremely
detailed. It must be broken down by departments and must show
what was spent last year and what is proposed this year in each
category. A review by the trustees cannot he meaningful without
this comparison. Projected income must be examined carefully. In
1975 many colleges based their budgets on the belief that all of thc
state's budget would be funda They thus refused to face the real.
ity that declining state revenues wotdd cut support for all units of
government, including the community colleges. Those institutions
arc now in deep trouble.

Once this budget review is completed (it should be done in a
couple of hours if the president has done his job well), the board
adopts the budget. Then the president and his administrathe staff
must have the freedom to spend what has been budgeted without
undue constraints but must also be expected to lit e within its
limits. A board should not waste its time deciding whkh brand of
typewriter to buy, which make of furniture, and so on. Yet expend.
itures must be consistent with a sound purchasing policy.

At least quarterly the board should get a budget analysis
from the business office showing the amount budgeted in caelt cate-
gory, the amount spent, and the balance in each account. This
document will help the board and administration pict ent over-
spending in a critical account before the ) car is ("ter. Adjustments
in a budget category arc more easily made before the ntoney is all
gonc.

We now have the ingredients for a smoothly running institu-
tion. In my observations of community colleges ot er the past eleven
years, I have found that a board with the talent and disdpline to get
its financial house in order will almost ahvays dkpla} the same
cipline in increasing productivity, accountabilit}, and sen ice to its
community, so that true quality education is protided. And I am
convinced that with determination, most institutions with financial
problems can, by following these general guidelines, turn financial
crisis into financial stability.

Fred L. Mathews is chairman of the board of trustees
of Southwestern Michigan College in Dowagiac.
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After visiting the board meetings of nineteen
Southern California community colleges,

the author suggests some successful procedures.

secrets of
a board chairman

margaret c. k. gibbs

pow that my title, like the cover of a pulp magazine, has en tked
you to read further, I cannot guarantee you'll find out all you need
to know, but I can at least share the trade secrets of managing suc-
cessful board meetings. I learned them during a recent freeway
cruise of southern Ca !Hernia when I observed the meetings of those
trustees who govern nineteen of the state's ninety-nine community
colleges. Admittedly this was only a small sample, but it was all I
had time to study in two months of summer. The colleges I visited
ranged in size from a small rural institution with five hundred stu-
dents to a metropolitan school with several campuses and an enroll-
ment of more than one hundred thousand. The smallest budget was
six million dollars, and presidential salaries were from $32,000 to
$45,000.

The impetus for the trip was twofold. I wanted to satisfy my
curiosity about how other boards operate, and most of ail I wanted
to find out whether certain charges that have been made regarding
community college governance arc true. For instance, James W.
Guthrie of the University of California recently stated that laymen
have lost control of the schools, which arc now run by educational
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professionals. Sheer growth accounts for part of this loss. With the
reorganization and reduction in the number of school distrkts,
trustees may now represent from three thousand to a million con-
stituents. Furthermore, in recent decades schools have been
organized, ,at least at the administrative level, like businesses; the
trustees serve as the directors of the corporation, allowed only to
set policy, hire the chkf executive, and pass the ready-made budget.

William Danforth, chancellor of Washington University in St.
Louis, says, "As we are all aware, public confidence in higher educa-
tion has waned for a variety of reasons." He suggests that "those
who care about higher education have an obfigation to be informed
and to respond." If we do not do so, the "focus of decision-making
may be pushed away from indhidual campuses, further from fac-
ulty and campus-based administrators" toward centralized authori-
ties, presumably state and federal. "Bureaucracy and bigness have
.. . reduced the potency of public policy makers." Guthrie further-
more emphasizes that neither parents nor teachers can really make
their suggestions effective without acdon by the emasculated
trustees. Less and less attention is paid by trustees to the education
being offered by these professional managers, who also control the
business operations of the community college.

What struck me most during my travels was the distinctive
personality of each board and the disappointingly similar lack of
initiative. Each board has a mood, a timing, a decorum, as well as a
procedure distinct from any other, but most of them follow a pat-
tern of acquiesecsce to a prepared agenda of legal busywork, with a
docility born as much of apathy as of trust in their administrators,
No evidence of hard thinking was found. Considering that all Cali-
fornia public school officials operate under a detailed state code
and the famous Brown Act (and I want to digress a little here to
quote its beautiful preamble from Section 54950 of the Govern-
ment Code: "The people of this state do not yield their sovereignty
to the agencies which save them. The peopk in delegating author-
ity do not ghe their public servants the right to decide what is good
for the people to know and what is not good for them to know.
Thc people insist on remaining informed so they may retain control
cAer the instruments they have created"), one might think trustees
were all alike. But they are not; in age they arc from twenty-one
years to more than eighty, and in profession they vary widely in-
deed. I observed university administrators, lawyers, financial vice-
presidents, retired professors, insurance executives, salesmen,
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engineers, morticians, dairy owners, elementary teachers, commu-
nity college teachers, university teachers, ministers, savings and loan
operators, milling and feed company owners, real estate brokers,
dentists, physicians, utility executives, A eterinarians, restaurateurs,
police Heu tenants, certified public accountants, cattlemen and
ranchers, retired persons, and those hardworking, underpaid ser-
vants, housewives. Moreover, it seemed to me that they were not
even very representative of their constituencies, the majority being
WA$Ps and electably middle-class. Most gue little evidence of any
concern or imagination with educational policy, merely responding
like prototype "Yes" men and women. One board had an agenda
instructing them how to vote, and two othets had a staff recom-
mendation on the disposition of each item. Maybe part of the prob-
lem is a scarcity of women members; the live I saw (out of 101
trustees) in each instance asked stimulating, even penetrating ques-
tions, and perhaps that is why one-third of the nation's superin-
tendents do not want any women on their board, as recently re-
ported in the press.

Although every board saluted the flag, only a few included an
invocation, though several gave clear indication of needing all the
help they can get, divine or otherwise. Two boards served light
refreshments, coffee, lemonade, and cookies. One had both an
Indian and a black nonvoting appointee AA ht) sat with the board and
commented freely on the business, particularly any items which
related to ethnic groups.

While there were press representatives at several trustee meet-
ings (which is one secret for community acceptance), citizen attend-
ance was so limited that at each college I aroused enough curiosity
by my note-taking to be asked why I was there. At all but one
meeting I was publicly identified as a fellow trustee, an introduc-
tion which seemed to relieve some tension. I had telephoned ahead
to each to discover meeting times (4 and 7:30 p.m. arc the most
common hours) and to secure agendas, partly because I wanted to
find out if these were prepared and circulated in advance. Most of
the trustees came with homework prepared, but some had not yet
read their packets of materials and other boards received their
agendas at the table after they arrk ed. Meeting rooms varied from a
table in the corner of the entrance to the superintendent's office to
elaborate walnut-panelled, handsomely carpeted chambers, com-
plete with executive rocking chairs.

At some sessions the staff members were sprinkled among the
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trustees, making a form sheet of the pla) crs necessar) . Other places
seated the trustees and staff separately, a procedure I grew to pref.:A-
because it is otherwise very difficult for a visitor to identify Le
policy makers, even if they rarely function in that capacity. Trustee
participation )aried greatly. One man said nothing except "aye" on
the votes, others had numerous questions and comments. This pat-
tern seemed to be a group phenomenon. Where one member asked
good questions, others did. Where one was silent, all were silent.
Vocal contributions by the chancellor, president, or superinten den t
ranged from rare occasional explanations to a steady stream of
interjections, adice, argument, support, explanation, and justifica-
tion. One superintendent spoke only once in a three-hour session to_
answer a question. At the opposite end of the spectrum, one presi-
dent t ery nearly ran the entire meeting, presiding from his chair,
while the chairman merely inquired plaintively, "All those in
favor?"

Staff members, especially business managers, tcmded to be
wary of trustees and somewhat defensive, gh ing less than ,idequate
answers, that is, not erroneous, but kss than complete replies which
necesstated further questioning. Most of the agenda items trans-
acted were routine and business-orientedappro)al of bids and
trips, attendance transfers, purchases, student store and cafeteria
matters, employee retirements and replacementsand these usually
came first in the meeting. Four colleges actually listed sections en-
titled "Educational Planning and Development," or "Instruction,"
or "Curriculum and Instruction," or "Academic Affairs," but at
onl) one school did I hear an) discussion on educational policy and
that was on NIBO (management b) objecth es). Most courses and
book lists were appro)ed by title, as code requires. Nowhere did I
hear any references to ideas expressed in recent articles, books, lec-
tures, reports in the press, or elsewhere, bout educational matters,
references that might ha% e relic( ted some feeling of responsibility
for the educational mission. Onl) one trustee quesdoned courses
dropped or added, even though as m) economist husband points
out, "llorseshoe-nail mills desene to fail," and some courses surely
might be reexamined with an eye to current suitability;

Some budgets were given only the most casual attention,
whereas others had been studied line by line (her a span of six
months of preparation and adjustment. The most thoughtful
trustees uhom I saw in action were qui4zing aodemic department
heads about their priorities, gods, and progress, while each de-
fended his dedsion to expend "x" dollars on one item or another.
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The multiplicity of detailed financial reports prepared on
behalf of the board, or received but rarely considered or questioned
by them, gives one the impression that someone is checking up on
the effectiveness of teaching and programs, but this seems to be illu-
sory, notwithstanding California's Stull Act. Most of the reports
actually just state where the pennies went, showing that they were
spent in accordance with budgets and programs, whereas any mea-
sure of effectiveness must be tncluded at the time of budget prepa-
ration or when program money is applied for, that is, built in to the
proposal, not determined post-transaction. And the measure should
be an audit by an independent person, not an evaluation by the
group or program itself, as it is in some MBO systems., The many
reports required by state, county, and federal funding agencies per-
haps give trustees the feeling that their initiative is being restricted
even more than does the achninistrative code. What other factors
contribute to a reduction of their proper authority, I do not know.

Because time does not allow further detailed review of my
visits, let us turn to the "secrets" which may prove useful to all of
us. (I trust you can judge when I am scrims.)

Secret al: An inconvenient meeting time such as 8 a.m. will
guarantee you no visitors; likewise a long executive session in the
early or middle part of the meeting is an effecthe crowd dispeller,
as is putting hot topics or business from the floor at the end of a
long agenda. (Meetings, whether monthly or setni.monthly, are not
movable feasts, as it says in the prayer book, and the seheduk
should be set and announced well in athance and thereafter adhered
to.)

Secret -4i2: Failure to identify trustees, employees, students,
and the press ;Ind a lack of name plates will so confuse the audience
that you may escape by a rear door while an irate citizen is berating
the custodian, mistaking him for the chairman of the board. (Book-
lets "Introducing Your Board" or even a single sheet of identifi-
cations would be helpful and a good public relations investment.)

Secret 43: Whether you choose a chairman by seniority on
the board, by the greatest number of votes cast, or in rotation
among the members as my board does, try to find one who knows
little of parliamentary procedure and doesn't believe in it. This
characteristic will enable a knowledgeable speaker to tic the meet-
ing up for an hour while amendments to amendments are offered,
and votes called for before discussions can begin. The chairman can
do more to gum up the works by announcing his own position
before the discussion starts and by freezing that stand for the rest
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of thc board. (Keeping the situation fluid offers opportunities to
rcach some accommodation.)

Secrct #4: Keep copics of the agcnda to a minimum so that
thcrc is nonc for the audicncc. If you cannot avoid distributing
them, thcn refer to all items in codc, such as "Resolution #9781,
Purchasc Ordcr 8845, employee increasc Stcp 8, Column 10,"
which will confound the spectators and enable you to vote on al-
most anything without explanation. (Agendas should be prcparcd,
distributed, and studied in advance and discussed in public. Thcir
format should be such as to bc casily followcd; colored sheets be-
tween scctions or pagc tabs hclp. Private rathcr than public discus-
sions with staff members may lead to your being accused of prejudi-
cial arrangements or support. Thc agenda is your second most
important management tool, the budget is thc first.)

Secrct #5: Add controversial items to thc agcnda too late to
bc published and thereby kccp thc public in thc dark about what
time to show up at your scssion. Thc prcss will appreciate this re-
duction of their work load (remember thc Brown Act!).

Sccrct #6: If your board likes to finish its meeting quickly,
usc a consent agcnda and you'll ncvcr even have to read thc mate-
rial. "I move items forty-seven to ninety.eight do pass" will catch
thc audicncc off guard before they can protest.. (Although consent
agcndas may bc of some usc to a very large organization with many
routinc items, thcy also constitutc a grcat hazard in allowing mat-
ters which should be examined to slip through unnotkcd.)

Sccrct *7: "No objection" motions also enable thc chairman
to spccd up a scssion. These rcquirc no second and permit any
member who cares to, to make a motion to discuss his favorite
topic even though not oen onc othcr person wants to listen. (Take
time for a sccond and his motion may dk aboming.)

Sccrct #8: Remember from your own school days that the
administrator is always right and follow his lead, even around the
mulberry bush. Nevcr mind that you werc elected by thc dtizens
who have entrusted you with watching thcir interests and those of
their children and that you arc ultimately responsible to the elector-
ate, not to the superintendent or prcsidcnt or ocn thc board. (Dis-
agreement over idcas is not necessarily bad and may be essential
bcforc a board can rcach conscnsus. Growth results from changc
and cvolution. Board unity is really only essential in crisis shua-
dons, whcrc if you don't hang togcthcr you may hang scparatcly.
Other times it may rcprcscnt only board inertia.)
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Secret *9: Be generous with the speakers who appear before
you whether they be staff members or citiLens or trustees. This lati-
tude will enable you as the chairman to rest while the conversation
wanders and the public quits paying attention. If you are extremely
clever, before they awaken you may slip through a vote on the mat-
ter which got burkd in the verbiage. (It may be polky to operate
this way, but more likely it is poor presiding. Especially when con-
troversial items are due for discussion, it is well to set procedural
ground ndes at the beginning, including the time allotted to each
speaker, lest you work till the dawn's early light. And it's not a bad
idea to note down the speaker's name, which is required for the
minutes, when he begins, rather than struggk for it as he finishes:
"Thank you, Mr. uh.uh-uh." Don't waste time on trifles. "De mini-
mis no curat praetor.")

Secret #10: Be informalrefer to everyone by his first name
and kid him along, relax and chew your gum, lounge en the table
and rock your chair and regard the ceiling carefully to give the
appearance of thoughtful consideration while you calculate your
own bank balance or what to do about Junior. Be personal in argu-
ing with the speaker. All this will make the audience fed at home.
(No board chairman is ever too courteous, just as it has been said
that no woman is ever too thin or too rich. Punctilious courtesy to
all not only is the hallmark of good manners, but is infinitely valu-
able for quieting complaints and quelling riots. A gentle sense of
humor helps, too, as a circuit breaker for tension, but don't try to
be funny in public. Nothing can he more misunderstood.)

Secret #11: Don't let the public hear you. Whisper among
yourselves, avoid the public address system, or let it stay broken,
pronounce and enunciate carelessly, and speak through your lingers
or hand. As the current book by James Boren says, "When in
doubt, mumble." (Insist that your P.A. system work, or speak up.)

Secret #I2: When the time comes to vote, have the clerk call
only the names of the trustees in the rc m. lf one or two members
of a larger board of seven or nine have gone out for a smoke, they
won't even he missed,

Secret #I3: Pass the budget as presented. Who are yon to
question it? (Only the bosses. Budgets are marvelous secret hiding
places. It is possible to split salaries, or other costs, among depart-
ments or functions so you can never locate all five.fifths of an em-
ployee. It is possible to transfer reserves and general funds about, an
action which requires much time and effort to trace. It is con-
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sidered kosher in administrative circles to earmark large amounts
for exigencies and apply them to favorite projects during the year.
Computers can now be blamed for all unintelligible reports. If you
don't, or cannot, follow your budget and monthly financial reports,
fire the computer. Spend enough time on the budget detail to learn"
for sure where your money goes.)

Secret *14: Hold as many executive sessions as possible; they
are more peaceful. (Avoid executive sessions whenever you can.
They can lead to lawsuits, even though pending suits are one excuse
to hold them. Right now the board of one of the California colleges
is involved in a taxpayer? suit because of a secret meeting.)

Now about administration; it is fair, and in this paper I am
assuming that every college has an ideal administrator. I am not
here to discuss executise qualitks or management talents, but our
job as trustees does include a firm hand on the reins of administra-
tion. Which brings me to Secret *15: Engage all the assistants you
can to help your administrator. Alter all, having ten deans for a
5,000.member student body creates more jobs, even though your
neighboring school has only five deans for the same number of stu-
dents. In every administrator is at kast a trace of monarchial blood,
and empire building is as natural as breathing. (just keep yoar eycs
on who is moving up to bonus paychecks. Titles do not come
cheap.)

Secret *16: Assume all administrators are just teachers grown
tall and pay them accordingly. If the faculty is getting a 10 percent
cost.of-livink; increase, the president desen, es it, too, although 10
percent of his wages may cost your district S3,000 or $4,000, not
to mention expenses for his car, mileage, travel, and other per-
quisites of office. (More and more districts are teaining to separate
teaching and executive pay schedules. Bread costs the same whether
you make S15,000 in the classroom or S40,000 in the front office.)

Staff members know secrets too. A favorite one is to snow
you with paperwork. Dozens of reports will make the staff look
busy, and distract and divert you from asking any really important
questions. One of thc best am', highest executises in the film indus-
try circulates monthly routing slips on all communications, which
require the employees to show what decisions they 'rase made
based on each report they received. (Try it, you'll like it!) Another
secretarial secret of possible serious consequence is to record only
the votes in the minutes, so that discussion, consensus, or disposi.
tion without a vote might as well never have taken place. (Per.
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sonally, I like tape recorder; which get it all accuratdy. In your
official capacity in a public meeting, you shouldn't be saying any-
thing that doesn't bear recording.)

In condusion I must say that I also observed good tech-
niques; suat as:

Fuuing "student reports" and "hearings for delegations of
citizens" on the agenda right after roll call. After all, what is our
business but students? Furthermore, a board cannot accomplish
much if the audience is buzzing like a nest of angry hornets.
4,.. Treating all policy decisions like city council ordinancesthat
is, giving them a first reading hut not voting on them until their
second appearance on the agenda. This procedure saves many a
poor decision and considerable embarrassing hacking up.

Using a separate sheet of paper for each agenda item and list-
ing on it the disposition, vote, names of trustees ntaking the motion
and the second, and who is responsible for carrying it out. This
tends to prevent items from "falling through the cracks."

Offering trustees a monthly living of all reports in progress
that they have requested, giving the date initiated, the anticipated
completion date, and the name of the person preparing them. This
action also prevents lost hems. .

Giving background information on each business item on the
agenda: why it is there and what its "budget impficatiorb" arc.

Beginning budget study early (November) and giving at least
threemonths to it before passage. The budget is one of the few
critical controls the trustees wield.

Margaret C. K. Gibbs is a trustee of Citrus
Community College in Azusa, California.
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The role of the chairman and his special
relationship with the president are discussed,

as well as recommendations for handling
public criticism and the media.

governance relationships
., and tasks

donald a. seifert
"I

All the persons who arc responsible for governing a community col-
lege have special roles and relationships with each other. The chair-
man of the board (or "chairperson," if you prefer) is not identical
with his (or her) colleagues, and his association with the college
president is unique. Likewise, the other trustees have less intimate
but nevertheless important relationships with the president. Here I
want to describe briefly some of these differences, from the stand-
point of one who is a trustee but not a chairman, and examine two
of the most delicate tasks undertaken by both board and president:
handling college critics and working with the news media.

The chairman is responsible for directing and somewhat con-
trolling board discussions and must therefore exhibit a light touch
or a firm hand, whichever is necessary. With tactful use of his
authority, decisions can be implemented and board business con-
ducted in an expeditious manner. But the chairman should not take
all powers on himself and should make judicious use of his author-
ity to appoint committees. Groups concerned with personal mat-
ters, labor nezAiations, long-range planning and finance, for
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instance, can be very helpful in sming discussion time and making
use of the interests and skills of individual board members. This
type of involvement benefits the individual trustee as well as the
board as a whole. Committee actions and recommendations should,
of course, be reported to the full board.

Because community college boards arc usually small, I feel
that the appointment of an executive committee is usually not
desirable. It dilutes the board's effectiveness because all the trustees
do not benefit from the full discussion of matters that normally
come before such a committee. Although I seem to be vacillating in
my support of committee structure, I think the executive com-
mittee is diffcrent from all the othcrs.

The chairman shoukl not take a proprietary attitude toward
the institution because of his authority and sometimes unique
knowledge of college activities. It may require considerable forbear-
ance in some cases for the chairman to resist such attitudes, because
pride in the institution as well as Ode in his contributions to its
success are natural. And thc chairman should work diligently to pre-
vent the development of polarization or cliques among the mem-
bers. However, frank differences of opinion arc a healthy sign that
the trustees are capable of independent thinking and should not be
viewed with great alarm.

How should we choose this leader? He should be considered a
leader in the eyes of the community, one who has good contact
with his constituents. But the chairman should not be just a promi-
nent namebe should be willing and able to work at the job, real-
izing that demands on his time must be accepted and his best
efforts must be available. The chairman should be receptive to
change and not be too satisfied with the status quo. Above all, he
should be interested, enthusiastic, and aware of the college's activi-
ties. Thus, I do not support the concept of a rotating chairmanship
because I beliew the most qualified member should hold the posi-
tion until the board feels that a better qualified petson is at hand
and is willing to accept these responsibilities.

All the trustees who arc not chairman must realize that the
relationship between the college president and the chairman is
unique. There should be closer contact and understanding between
these two, who share the greater responsibility for the success of
the institution, than would be expected between other board mem-
bers and the president. Because boards cannot be convened at an)
time, gh en the professional and personal demands on the trustees'
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time, the president must have direct access to the chairman for his
council and support when urgent administrative discussions must
be held or interpretations of policy must be made. Some board
members may understandably feel left out if they arc not suffi-
eiently informed of significant decisions made or actions taken
under such conditions. But through tactful communication with the
entire board at an appropriate time, the chairman should be able to
clear up any difficulties.

When the call for help is given, the chairman should decide
whether the issue is one of policy or administration; if the latter, he
should allow the president to resolve the issue as best he can and
support the administrative actions taken-Communication is the key
to a close working relationship. All the necessary information
should be provided for review by the chairman, who should, in
turn, provide the full board with this information as soon as pos.
sible. ln some cases, a telephone poll of available board members is
a necessity.

Like the chairman, the other trustees should support their
president publicly and emphatically. By strengthening his autnority
and improving his image before the community, faculty, staff, and
students, the trustees will also be defending their good judgment in
selecting him. The pres:.1ent should be helped to grow in his job,
and this assistance should include a frank evaluation from time to
time. The evaluation should be discussed with the president and he
should be given the opportunity to respond as he sees fit. The presi-
dent's weaknesses should be made up by board strengths, just as his
abilities complement those of the trustees. The president must be
allowed to hire a staff that will enable him to delegate work and
give him time to deal with the larger issues.

Trustees should guard against dabbling in administration. The
board must set policy, but also must allow the president to ad-
minister the policy. I don't advocate ignoring the faculty and staff,
but care should be taken to maintain die president's position and to
channel issues requiring board action through the pmsident's of-
fice. ;

The board should provide opportunities for the community
to become acquainted with the president. Organizations and clubs
should be encouraged to ask him to speak at their meetings and to
join their ranks as he finds time to do so. Tmstecs could invite the
president and his spouse to attend parties and gatherings of friends
whenever it suits them individually. The closeness of the friendship
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between a trustee and the president should be a personal matter,
since the employer-employee relationship will continue to exist.

handling the college critic

Community college trustees should welcome constructive
criticism, but dealing with open, public hostility is another matter.
When the critic is a kgislator, his position as an elected public ser-
vant and representative clothes him with authority and poses con-
siderable difficulty to the board. The board members gain little
comfort from the fact that they arc also (usually) elected to their
positions and thus accountable to their consdtuents.

The president should bear the brunt of attacks on the credi-
bility of the colkge. Even though the board and president may be
considerably provoked by such criticism, restraint should be exer
cised in public retort. An unfounded minor attack may be ignored,
because dignifying such an assault with rebuttal affords the antag-
onist more chances to gain publicity, which may be the underlying
reason for his action. But if there is some basis to a charge, whether
minor or major, it should be met with fact, carefully researched and
fully explained. Any misrepresentation or error in the response will
present a further opportunity to discredit the college.

In one way, critical charges by the public or by an elected
official may have a positive effect by causing closer scrutiny and
knowkdge of what the college is doing. The trustees should be pre-
pared to be accountable for the performance of the college, for the
kind and quality of its service to the public, as well as its expendi-
tures and fiscal management. If its house is in order, and proper
audits and complete records arc open to the public, the college may
benefit from an increased awareness of what it is providing to the
community.

working with the media

ate news media are very influential in shaping the public
image of the college. They create the community attitude toward
the institution and directly affect the sense of self-worth of the aca-
demic community. Reporters should be encouraged to attend all
public board meetings. If nonpublic meetings of the board arc
allowed, these should be kept to a bare minimum, and careful cone
sideration should be ghen to allowing media representatives to be

8, 1



83

present. II an understanding can be reached that the reporters will
only gather background information at nonpublic meetings, it is
possible thaL confidentiality can be maintained. Try itremember,
what is sccrct is suspect.

Public information personrcl on the college staff arc a neces-
sity. Thc news media should be well supplied with rekases about
college activities. Thcsc save reporwrs timc in obtaining thc infor-
mation and researching thc facts. The media appear to bc in eon
stant need of items to fill space or time, and these spots might just
as well be occupied with ncws of the college.

Some cautions should be observed in worldng with thc ncws
media: .

1. Don't only tell thcm what you arc doing, tell them why
you arc doing it.

2. Public relations staff members arc vital, but thc president
should also be available for interviews.

3. Important news rekases can be timed so that one medium
does not get too large a jump on another. For instance, if the news
paper hits the strcct at 300 p.m., radio and TV should not get the
release before noon.

4. Get the facts straight. Once you arc in print, errors arc for.
ever on record, it sccms. Retractions often arc ineffective.

5. Avoid involving the college in controversial issucs that have
no bearing on thc role or goal of your services.

6. Try not to hirc employees or ex.employees of local media.
The salary ranges at your colkge may bc higher than those of thc
media, causing hard feelings.

The college's purpose and comm;tment must be repeatedly
brought to thc attention of thc community. Even long.established
institutions must bring thc attention of the public to their plans for
ncw programs and concepts, so that support can be generated.
Good relations with thc news media may not allow shortcomings to
go unreported, but may help in obtaining a fair appraisal of the situ
ation.

Wc trustees come clothed with authority, responsibility, and,
sometimes, respect; but wc must be prepared to deal with the
naked truth.

Donald il. Seifert is a trusfre of Muskegon
Comnwnity College in Michigan
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. A look at the pinch caused by an increasing
demand for services and decreasing resources,

with emphasis on the experience of
West Valley Community College in Saratoga.

...VI'?

the enrollment crisis
in california

mildred h. wharton

What is the "enrollment crisis" in the California community college
system? What causes it? Does it have both positive and negative
consequenc-_a? Is it really not one but a series of complex crises? We
cannot answer these questions without concurrently analyzing the
"funding crisis," for the two are inseparable. We know that the per-
centage of increase in student enrollment in community colleges has
been double that of the four-year institutions. Yet some two-year
colleges arc actually hurting because in numerous instances the
rapid increase has tended to destroy what took years to build. In
essence, we have here a paradox. Some of the basic factors involved,
as I see them, are:

1. The method of funding in Califonthi (SB 90 and SB 6),
where state funds arc redistributed from high-wcalth districts to the
less well off ones. The intent is to raise up the poorer districts, but
the real effect is mediocrity for all. The poorer districts must indeed
be assisted, but not at the expense of their neighbors who have over
the years established superior educational programs (Many of them
through their own tax increase). Tax rekum in educatkmal funding
is drastically overdue.
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2. The current economic situation with its high rate of unem-
ployment. M.my persons arc returning to school to learn new job
skills, to refresh or upgrade themselves, or just to hate something to
do that is worthwhile, rewarding, and enjoyable.

3. The shift in social values and the concurrent belief in con-
tinuing education.

4.. The demise of the (lraft. The fact that students no longer
have to take a full load to maintain their def--ment is one of the
few factors tending to lower the ADA (Avera&. Jaily Attendance).

5. inflation. The rising costs of necessities, as well as luxuries
and recreation, are inducing some people to return to school for
some relief from frustration (and it's a healthy relief!).

6. The "mission" of the California community college syskm
tO nssess the needs of its communities and to serve those needs,
coupled with the "open door" policy. Thus, the more we fulfill this
defined purpose, the more students and state aid we get, because
the state bases its financial aid computations on ADA figures.

7. The immigration of people to California, especially to
Santa Clara County, which is one of the fastest growing counties in
all the United States.

8. The recent statute making eighteen the age of legality,
which both generates and promotes greater population mobility.

9. The emphasis on senior citizens. People arc retiring earlier,
living longer, hating more leisure time, desiring more from life. No
longer arc many of them content to sit in a rocking chair and watch
the rest of the world, in which once the) had a tital part, go by
without them.

10. The effect of women in and on education. Some of the
women who arc reentering the educational field now hate net er fin-
ished high school or even entered high school before. Others arc
members of a large group of middle-class and upper-middle-class
women who, after raising their children, want to do something to
keep themseltes interested in life and so return to school to work
toward a degree or to doclop a rewal ding skill with which they
may or may not earn money. Then there arc many working mothers
who must support families and need to learn a skill, change careers,
or upgrade whatever abilities they have.

1 1. The overall negative reaction of the taxpayer to almost
any tax in:masc. That reaction is espedally strong when the tax is
one they can control directly. Although their short-term thinking is
understandable, it's unfortunate that they seldom compare the cost
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of educating,a student (roughly $1200 a year) and the cost of main-
taining a juVenile delinquent (which averages about $12,000 per
year, nationally). They arc also failing to consider the cffects of
their attitude on the cost of inflation in construction and equip-
ment and labor. At my college, the first proposed bond issue in
1964 for a complete campus was $16 million with a $.65 tax in-
cluding all overrides. Now, after four bond failures, the nearly com-
pleted campus is costing $27 million without all the same features,
and the tax rate has fluctuated in the past five years between $.939
and $.888 (1970-75). This year, though the general operating tax is
actually down, the total tax fund is $1.077 because a second cam-
pus is being built. In addition, the land for the first campus aver-
aged $12,500 per acre, whereas the land for thc new campus is
$25,000 per acre.

i 2. The effect of education on social mobility. People arc
recognizing John Kenneth Galbraith's theory that schooling is the
basic means for moving up in class. Though a number of critics ake
questioning this assumption, especially the claim that higher educa-
tion is a financial bargain, it is still true that an investment in educa-
tion, assessed both quantitatively and qualitatively, comes very
close to being the basic index of social progress. A graffitti thought:
"Education is expensive, but try ignorance!"

13. The 5 percent student enrollment "cap." The California
kgislature recently passed a law under which the state \Sill provide
its portion of the funding for a 5 percent increase in enrollment and
no more. Even now, however, there is some inoNement to redefine
this law, since it has produced inequities that were i A initially con-
sidered.

14. The opportunity for juniors and seniors in high school to
take courses in the community colkge for credit, if they have satis-
fied all the requirements for graduation at their particular school or
if they wish to take a course that is not given at their school. This
provision, of course, is geared to the bright, active student.

15. The right to take a high school profickncy test. Another
new California law permits sixteen and selenteen-y ear.olds, with
their parents' permission and the payment of ten dollars, to earn a
certificate of accompfishment and !caw high school by passing a
test. According to its promoters, this bill enables the "bright, ',pored
student" to enter the world of work or attend college. However,
work is not that casy to come by these days even for adults, and 1
don't believe the unions will take these youths until they are eigh-
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teen. So the majority will enter the community college despite "the
cap," or end up on the streets, and the local property taxpayer will
have to foot the additional bill for educating, or caring for, these
young peopk if their numbers increase with any significance over
the years.

16.Affirmative action recruitntent. As one faculty member
succinctly put it at a recent board meeting: "Several years ago, we
were told to go out and recruit ethnic minorities, women, the eco-
nomically disadvantaged, and senior cithens. We did. And as we
know, success does not bloom overnight." Now, these efforts are
not only blossoming, but bearing fruit! Result? Increased enroll-
ment!

Whether this crisis (or these crises) is resolved in a positive or
negative way depends a great deal on how we as board membe: see
our roles. In a recent educational publication, I read this pertinent
question: Do our structures determine our goals, or do our goals
determine our structures? One way or another, the trustees' ac-
tivity, or lack of it, has a tremendous effect on the handling of the
enrollment problem.

At the Pacific Seminar of the Association of Community Col-
lege Trustees in I lonolulu last year, I was asked to speak about what
the newspapers have termed the "phenomenal growth" of West
Valley Community College (a 26 percent distiktwid- increase).
West Valley has always been a college in transition. The district was
formed in 1963 and we began to operate in 1964 in a vacated elk-
meatary school building with thirty-two hundred students. In 1968,
we moved to the new Saratoga Campus with one permanent build-
ing for Engineering-Tech and one portable for the Food Services
Program. Today, the Saratoga Campus is virtually complete. In
1974, some twenty thousand students walked through the registra-
tion lines, and in 1975, that number increased to some twenty-four
thousand. We arc now the twenty-third largest community college
in California. The new Mission Campus in Santa Clara should be
ready for partial occupancy by the fall of 1978. (In Septeinber
1975 we established a temporary campus in Santa Clara in another
lacated school building; this one had been closed because of the
new method or state funding.)

All of this growth has not been without accompanying pains.
Though our student enrollment was constantly increasing, the per-
centages of increase each year were expectedly decreasingun Oh
about four years ago, a strong upsurge began. So we haw experi-
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cnccd both birth and rebirth. In spite of thc mar compktion of thc
Saratoga Campus, wc arc still using cvery portabk on thc tcmporary
campus in Campbc11. Wc shutdc studcnts back and forth from onc
location to thc othcr., The parking at Saratoga ovcrflows into pas-
sage lams and onto ncighboring strcets despitc traffic tickcts. The
immcdiatc ndghborhood is, undcrstandably, not too happy about
this situation.

We havc had to build on a "pay-aslouto" basis. This
mciN has somc advantagcs, but it is hard on the currcnt taxpaycr,
who ha? to pay for cvcrything now instcad of bcing abk to cxtcnd
thc cosis ovcr futurc ycars and sharc than whh thosc who are con-
tinually using thc facilities. Had it not bccn for statc matching
funds, dcrived from scvcral junior collcge construction acts, and
Waal loans abd grants for construction and equipmcnt, we would
not have our campus today. Howcvcr, this n:ethod of funding was
thc choicc of the electoratc.

It has also bccn an uphill battic to ovcrcomc thc antipathy of
local schools to the community collcge conecpt. Somc counsclors,
tcachcrs, and parcrits still scc thc "junior colicgc" as bcing lowcr in
quality and status than thc four-year institutions. Wc have also bccn
in stiff eompctition with the four-ycar collcgcs and Imivcrsitics for
additional statc support.

Dcspitc thesc attitudcs, dcmand is high, as I have akcady
shown. Last ycar, during rcgistration, we lost somc two thousand
3tudcnts, in part bccausc thcy werc unablc to gct into thc dasscs
thcy wantcd or necded. An cxample is thc RN Refrcshcr Program,
which has had a waiting list for two ycars. So actually, wc havc only
seratehal thc surfacc in scrving thosc who want what the commu
nity collcgc offers. Itt thc southcrn cnd of thc district, wherc thc
Saratoga Campus is locatcd, wc scrvc 1 in 12 studcnts; in the north-
cm cnd, I in 70. llowcvcr, our ncw Mission Campus should rcducc
thc lattcr ratio.

In% rcscarching thc subjcct of growth, I intervicwed persons
within the collcgc community, Pacvdty and classificd staff members,
counsclors, administrators, studcnts, other board mcmbcrs. A grcat
dcal of likc-thinking was found. With almost no disscnsion, thcy
agrccd that the kcy to our succcss is thc quality of thc faculty, thcir
opcnnesS to changc and innovation and thcir rcccptivcness to stu
dents. (As our local ncwspaper notcd, "Good tcachcrs cost mom
but bad tcachers cost thc most.") Coming in a closc sccond wcrc
thc strong supportive serviccs pro..ided by the counsclors and dassi-
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lied staff and the rapport that exists between them and the faculty.
Another important clement is the sense or pride in being part of the
college comnmnity, a contagious factor. The whole thirte-u years
hate been an uphill battle and the staff and the students (wild the
community now, too) are proud o( what has emerged.

An astute, flexible fiscal management was also cited as a con-
tributor to our success. A sophisticated knowledge of state and fed-

. cral financing and its legal ramifications permits the expedition of
numerous pilot and experimental programs before an) are wrongly
placed within the regular curriculum. A well-rimed and visually
interesting publieit) program has pro% ed effecthe )et economical.
Still another plus is the relatitely democratic got -.mance system in
whkh much authurit) is delegated and redisuibuted, in whidi a sin-
we and earnest attempt is made to get ,ts much input as possible
from the tarious segments of the college communal in both polk)
making and policy evaluation.

Quite a number of other characteristics or programs were
praised as wellfor instance, the stress on alternate modes of lean-
ing, the increase in occupational programs (whkh hate tripkd), the
emphasis on continuing education, the numerous off-site locatkins
for classes (some lift) -five or these at last count), the extensite
c4oper.ion with business and industr) which keeps programs up to
date and assures more jobs for students, and the "snowball" effect,
which describes the fact that people go to college because their
friends do (a fact of human nature).

ln addition, there are the numerous special programs and
classes: "Preject 2000," an interdisdplinar) -intemational 41 pp roa t h
to the future: the drild care center for working mothers who are
attending college; intcnutional trade courses, oterseas work experi-
ence; TV consortiums (of the twenty-one Bay Area colkges par-
ticipating, SVC has the largest enrollment); the weekend college;
the mini-college (two thous,md student) the outreach program and
center; the t ete7ans' program (three VA administrators and more
than two thousand students); and sop'risticated and %aried exeniq
offerings, midnight classes, dawn (Lasts. There are senior citizens'
classes held on campus and off, as well 4$ cmuersational language
classes. The college kis good at tkulation with the fourlear institu-
tions so that .nost transfer courses are accepted for credit. Students
ru.:) take Narious courses on a pass/fad or a credit/no credit basis.
(Some change in. be in the olfi% here because of thc state enroll-
ment cap) And then certain restrictac admission requh orients haw
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been dropped. For instance, high school transcripts arc not imme-
diately required upon registration. Many adult students have been
out of school for twenty to forty years, and they sometimes need
quite a bit of time to obtain such information. So the college says
they need only deliver the transcripts before they graduate or re-
ceive a degree.

The Rehabilitation Office makes a contribution too, along
with increased financial assLtance, a model building program (one
of only two, I understand, in the U.S.), the development of state
lkensing programs for community health workers, medical records
keepers, and similar specialists. Faculty members help to recruit stu-
dents, and "open houses" arc sponsored by individual departments
and divisions. A Licensed Vocational Nursing Program continues to
grow, as does a most active Park Management Program and also a
Psychiatric Technological Program.

The Supervision and Management Program, a cooperative
effort with San Jose City CnIlege, is now in its fourth year. This is
the largest program of its kind anywhere in the world and has more
than two thousand students whose ages range from nineteen .to
sixtptive. Their learning occurs in fifteen off-campus !locations;
twenty-five classes arc offered at Memorex alone.

The college has an exceptional Food Servkes Prol,.am, which
began more than ten years ago with nineteen students and four
classes; now it has thirty-two classes with some one thousand stu-
dents, and only limited facilities arc preventing further expansion.
Ten percent of these students go on to a four-year college program;
85 percent get jobs. The restaurant and hotel workers' union is the
program's biggest supporter.

The flexible Physical Education and Ileakh Education Pro-
grams have replaced the semester-long course with four one-unit
courses of nine weeks each on such subjects as aerobic fitness, drug
use and abuse, human sexuality, disease ,md environment. The P.E.
program itself is no longer mandatory; howeer the enrollment has
increased by some two thousand students.

New and varied approaches to learning and presentation of
classes have done their share too. Examples are: the Shakespeare
course that uses s9phisticated films by leading actors and actresses,
bilingual courses in English and American history, Driver Education
for i he Spanish-Speaking Person, Human Services Programs (three
bask courses taught in two disciplines: Help for the Aging, Novi,.
tion for the Agin, and similar offerings), the Women's Re-entry
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Program, and the Women in Transition class. A noticeable change
has occurred recently in the attitude of the local high schools
toward the community college. This past year half of the graduates
of one high school were in attendance at WVC, as opposed to a
meager 12 percent the year before.

In conclusion, I believe that in order to weather these crises
and manage growth in a creative way, we must know our goals and
yet be sensitive to change, accepting problems as challenges and not
obstacles. We have, it seems, been constantly heading into the wind.
Some age-old philosopher once said: "No wind is good if you don't
know where you are going." And we have had pretty strong con-
victions about our heading and destination. We on the board must
be able to sniff the wind, as it were, head into, make use of ;t.
Trustees must respond boldly by developing needed, rational
policies, sharing the planning and decision making as we go. How-
ever, we must make it very clear, in this redistribution of authority,
those who do tins slaring with us must also accept some responsi-
bility for creating an etnironment that promotes learning.

This is no job for the timid, the weak, or the uninterested. It
requires strong, sensitise, and diplomatic leadership. The concern
for efficiency and economy should facilitate not inhibit decisions.
At this point, we might take a bit of wisdom from Abraham Lin-
coln: "As the case is new, so must we think and act a-new."

Mildred IL Wharton is a member of the

governing board ef West Valley Community
College in Saratoga, California.



What lies ahead for the community colleges?
Competaion with alternative institutions and a decrease

in vocational preparation are two probabilities.

futu res

charles mcintyre

The community college in the 1980s will be more flexible, allowing
students to come and go more easily, to mix academks with travel,
employment, or national service. Variations on the work-study ar-
rangement will make possible the predicted "external degree" pro-
gram, in which students will be given credit for experience. More
short-term courses are also forecast because some people need to
upgrade their training, but do not require a full semester or quarter
to do so. Courses, too, wall reflect the increasing technical needs of
society. Classes for the health professions are expected to make sig-
nificant gains in the 80s and beyond, as arc technical comses in data
processing and agriculture technology, particularly in the arca of
ocean farming. With the larger enrollments due in the 1990s (six-
teen million nationwide), it will not be feasible to have separate,
large campuses. The colleges will resort to, in some cases, a traveling
faculty, TV, cassettes, audiovisual aids, and the like, thus reaching a
larger locale and more diverse student populations. It is estimated
that by 1990 schools vyill pool teir resources more, although be-
cause of competition they will be more diversified. By the year
2000 the average work week will probably be cut by between 15
and 30 percent. People will return to the cities again for con .
venience, instead of spreading out in the suburbs. The death rate is
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also expected to decrease and people will be !king longer. All of
these factors indicate that there will be more titne for leisure in peo-
ples lives. The community college is one of the main institutions
that tvill be able to accotnmodate people and their increasing leisure
time.

Four major trends will bc evident in the future: (1) increased
enrollment of nontraditional students; (2) the rise of alternative
educational institutions; (3) decreased undergraduate vocational
preparation and certification accontpanied by increased short-term
skill training; (4) diminution of compulsory education.

Enrollment by persons of the traditional ,tge and ethnic heri-
uge will either decrease or stay rutulamentally the Mlle till 1990.
The only groups Ulu.) will increase their attendance arc the "non-
traditionals": older students, blacks, Chicanos, housew es, blue-
collar workers. This projection is supported by the data Allan
Canter has enmassed fur the Carnegie Commission. College enroll-
ments are expected to rise approximately 1 percent annually until
1981, when there will be a lull in terms of ksolute numbers. There
will be about 10 percent fewer high school graduates in the 1980s
than in the 1970s because of a drop in the population of this age
group. In addition, fewer high school graduates will go it, tediately
to college. As a result, colleges and unitersities will be competing
for students and catering to them. Colleges will seek to maintain
enrollment le% els by attracting students from other institutions ,md
finding new groups to sene. This effort will engender educational
imunation (but will be countered by structural forces to be men-
tioned later).

This trend toward reaching new segments of the population
will bring greater Jcceptance of higher education as a lirelong
process. Contributing to the trend will be the need for more train-
ing in order to keep up in one's Area of ende or or to learn totally
new skills.

Many people will have to either change jobs several times
throughout their lifetimes, and thus be retrained for sacral differ-
ent occupations, or upgrade themsches to handle job changes
effeued by achancements in their field. Consequently , the number
of students in degree credit programs is expected to decline while
nondegree students increase 38 percent by 1980. Most of the latter
will be part-time students (their number is expected to rise 14 per-
cent by 1982) and older people. The courses and delhery systems
of the community u.Alege must keep up with these social changes-
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students will demand a university without walls if they arc to en-
roll. In the next two decades, the survhaI of many institutions will
rest heavily on how willing they arc to meet the needs of nontradi-
tional students by making isajor curricular and personnel adapta-
tions.

The Carnegie Commission indicates a significant rise in the
ethnic population. This is largely due to a recent and increasing
societal pressure to eradicate the dose articulation between the
meritocracy and the system of higher education. Ethnic populations
are finding education both a good investment and a necessary ex-
penditure. To help with these costs the federal government can be
expected to expand aid programs through the 1980s.

The enrollment of women is also expected to be much
greater throughout the 1980s. The women's liberation movement is
breaking down traditional prejudices and women arc having fewer
children or spreading their births over a longer period of time. They
arc spending less time in the home, whether they work or not. As
opportunities for women increase, the need for training will also
row.

Until the year 2000 there will be an increase in ahemative
educational institutions. These fall into four categories: (I) govern-
ment-funded vocational education centers; (2) transformed educa-
tional institutions, such as the Middle College of the City University
of New York; (3) businesses and other nonacademic organizations
involved in education; and (4) quasi-institutional or noninstitutional
.education resources, such as Chicago's learning exchange.

These altemadve forms will compete significantly with tradi-
tional higher education; in fact, they arc already doing so. Under
the Nixon administration, proprietary education was brought under
the umbrella of postsecondary education, so that it now has access
to government EOP and veterans' grants. Corporations, too, are
coming on strong. The Bell at.1 Howell Schools, for example, arc
aircady a lively and flourishing enterprise. Such competition will
only become stronger. The obvious consequence is deLreased enroll-
ment in traditional colleges and unhersities, but its extent will
depend on what kind of a future these institutions create.

The third projected trend is the most paradoxical. Despite
the most recent evidence to the contrary, we will in all probability
sec a decreased emphasis on undergraduate vocational education
over the next twenty-five years. There are at least seven reasons for
this. First, well over half of all students graduating from college
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enter professions for wlikh the} recched no professional prepara.
tion. And achievement in college, as measured by grades, bears little
significant relationship to achiccement in postacadcmic situations.
Factors such as mothation, socioeconomic background, and self-
concept have a much greater bearing on success. Third, knowledge
is expanding at such a geometric rate that it is becoming increas-
ingly difficult to master even a small part of the knowledge in any
one field. College graduates arc (hiding that the knowledge they
acquired as undergraduates is qukkly .obsolete. Related to all of
these is the current crunch in the labw market and an increasing
disinterest in accumulating material goods among man} young peo-
ple. It is also becoming increasingl} dear that nomocational efforts
will take up more of our lices than emplol men t. The National Asso-
ciation of Business Economisb projects sornc interesting statistks
assuming that we work a fort} -hour week and begin emplo}ment at
age twenty-one, we will, according to the NABF. retire at age
thirty-eight after wily seventeen years of cocational life.

Finally, prolcssional and cocational certification is beginning
to be separated from collegiate preparation. Nursing. law, medichic
arc all decising alternate certifkation mechanisms. The real qnestion
mark, though, is the action of the Supreme Court. In Griggs v. Duke
Power Company, the Court unanimoush ruled that a job could not
be denied on the basis of nonreccipt of a high school diplonu where
such nunreccipt could not be shown to disqu.dif} competence. The
extension of this decision could well be significant. If the B.A. were
no longer a necessar} access credential to man}, jobs. such as that of
a salesm.m, how man}, students would abandon traditional higher
education for ahernathe institutions? The Carnegie Commission,
through its findings, showed that 80 percent of acailabk jobs will
not require a four-} car degree. And the career training industries
and serkice organizations, mentioned earlier, arc rapidly learning
how to teach ano appl}, knowledge to specifk tasks. Necertheless,
the two-} car public colleges will continue to grow more rapidly
than other schools, probabl) because the} du combine vocational
and academic programs. Of those plannhig to enroll in colleges, a
greater percentage will choose tk ..ommunit} ( ()liege - about 25
percent more by 1982.

All of thcsc factors combine to suggest that undograduate
institutions ecentnall} ma} deemphasize cocational preparation and
concentrate more on human decelopment. One ocerall implication
is that undergraduate enrollment will decline, because cocational
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cotification is a powerful impetus for entering colkge and its
diminishment will decrease attenchince.

The other side of the coin, however, provides the paradox.
Many have stressed the fact that the future will demand him ug
increased sodal seivke. In fact, some quasivolunteer social service
requirements may well be esublished. Taxes will not be sufficient
to carry the burden of increasingly necessary social services. Added
to this is thc growing obsotescence of knowledge and skills. Both of
these factors suggest that there will bc increased need for shortterm
training that emphasizes skills, both technical and interpersonal. If
higher education recognizes this, as in all probability it will, enroll-
ments shouid increase, but nrobably not enough to offset the effects
of alternative certification methods and alternative institutions.

The fourth predicted trend is probably the least substan-
tiated. There may well be a major reconsideration of compulsory
secondary education. Many people, both in and out of the mythical
"establishment," arc attacking the concept, and before this century
is out we may well see its erosion. Only recently, :1 task force of the
Kettering Foundation suggested ending formal schooling at age
fourteen. The enrollment consequence, however, is unclear. Morc
may undertake a higher education because more are eligible. Stu-
dcnts may start college at a much younger age, as wen as a much
older onc. On the other hand, diminishing compulsory education
may break up the psychological lock-step of schooling. If stopping
out becomes easier, people arc probably less likely to continue with
higher education. All told, the two sides of the coin seem to add up
to decreased enrollment.

By the 1980s h is estimated that nearly 90 lercent of college
faculty members will have tenure. They will thus l c in a better posi-
tion to engage in collective bargaining and ultimaidy will gain more
power than they have ever held. However, with future changes in
mind, institutional researchers are pushing faculties to specify what
kinds of competence are required in their disciplines and also to
develop measures of achievement. The} must determine thc criteria
for giving ncw teachers tenure, because the faculty in 1980s and
1990s will be drawn increasingly from outside profosions, If teach.
crs hold the power in the future, they will be held far more ac-
countable than at the present, particularly by dm stndents, and eon-
wisely, if the students hold the power, then they win have to
justify their actions. In any event, the matter of accountability will
be a major concern in the 1980s and beymd.
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Public authorities are sure to gain influence and power be-
cause they haw tlw funds to conserw, are better educated, haw
more information, and also haw more skilled anal)sts. The role of
die trustees is also expected to change. They will be forced to be-
haw more as trustees and less as m.magets of the institutkms. They
will be asked to mote the institution into a position of leadership in
the changing social. The) must maintain the human-assets of the
institution as well as answer to iilLneeds of the comnmnity and
understand ihe reloance of their educational programs, The
trustees of the future will 1. o me from fields outside business or law.
They will be lounger and more conscious of the "outside," thus
more sensithe to the will of die pcopk. There will be an increasing
reliance con the communit) for supp-.11, so the college must be will-
ing to meet its demands. The best person to handk these demands
is the president, who must hold more authority in the future for
managing the insihw ion. lie or she will undoubted!) be held far
more accountabk th.m in the past because the people .tnd the go% -
eminent will no kinger stand fur nonaccountabilit). State gowrn-
ments, present!) and in the futuretre without federal domin.mce
and will exhibit more authotit) in deciding whkh courses shotd ! he
taught, since the) are more pone to exercise control than the fed-
eral go%crnment.

Charles McIntyre is director of analytical
studks for the Odifornia Community
Colkges, with headquarters in Sacramento.
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Further resources on effective trusteeship from
the ERIC Clearinghouse for Junior Colleges.

sources and information

elizabeth rinnander

The sources cited below were chosen because they are considered
excellent general references on community college trustees or be-
cause they are particularly relevant to the subjects of articles in this
issue.

`Ow

role of the trustee

Bernd (1973) describes the demographic and biographkal
makeup of community junior college boards of control, thcir social
and political attitudes, and the effects of these backgrounds and
attitudes on their role.

The major responsibility of trustees is to make sure that their
institution's programs and services axe provided to those citizens
who can benefit from them both effectively and efficiently, accord-
ing to Terrey (1973). He further spells out the do's and don'ts of
trusteeship, indicating that trustees should never evaluate a plan,
since they created it and set its objectives. Because trustees hold
assets in trust, neither students nor faculty members, who benefit
from that trust, should serve on the board, as this would constitute
a conflict of interest. A,report designed to provide trustees with a
mechanism for discussing their roles and responsib2ities, based on a
dialogue among board members themselves, is provided by Harper
(1974).
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The Evaluation of Community College Teaching: Modek in
Theory and Practice (1972) offers specific suggestions for handling
the ever-imprirtant task of faculty evaluation. The Trustee Com-
municator (11974)), from the Association of Community College
Trustees, comprises four articles designed to help the trustee deal
with various aspects of his or her job. One of them describes ways
to strengthen a college's commitment to women faculty members
and students in both the curriculum and activities. Guidelines for
hiring a superintendent are offered, and characteristics of the suc-
cessful board chairperson discussed. The communications system
used in the San Diego Community College district is outlined, in-
cluding a flow chart and description of the system's objectives. Mills
([19711) conducted a study on how trustees are involved in the
process of change in their institutions. Most trustees, he found, are
elated by direct popular vote and appear to understand and sup-
port the concepts of universal higher education and open admis-
sions which are fundamental to the public community colleges.

Unlike the United States, where the board of trustees is a
well-established tradition, Canada does not uniformly have such a
governance structure for all types of postsecondary institutions.
Konrad (1974 and 1975) offers two papers describing how each
individual province has legislated for the establishment of gov-
ernance structures in its own institutions. The tenth issue of New
Direction for Community Colleges (Richardson, 1975) supplies
further information concerning participatory governance in Canada
as well as other areas and includes many articles of interest and rele-
vance to the board member. A review of the pertinent literature and
a bibliography are provided.

The Trapnell Report (1978) offers a case-study approach to
the role and responsibilities of the board of trustees of the Los
Angeles Community College District. The author reports on the
proceedings of that board's meetings, along with editorials.

Budget and finance are always important to the lay trustee in
the community college. McPherran and Barthelme (1974), in their
primer for understanding fmance in the California community col-
leges, provide definitions, methods of computing data, and informa-
tion regarding the state laws. Guidelines and models are supplied,
and the Management Information System (MIS) is explained.

Russock (1974) offers a good overview of the role of commu-
nity college trustees, as does The Changing Role of the Community
Cpllege Trustee (1975), an ERIC brief prepared for the sixth annual
convention of the Association of Community College Trustees.

Am

..
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state boards

The steady drift toward state control of community college
education is a growing concern. Bender (1975) attempts to establish
the context of this phenomenon and makes recommendations for
action. His suggestions include determining the locus of policy mak-
ing; untangling overlapping jurisdictions; defining and communkat-
ing the mission of the community college; and encouraging local ini-
tiative in the political process. The precursors of state control are
considered.

In New York State, the Board of Regents and the Board of
Trustees of the State University of New York (SUNY) oversee the
local institutional boards of trustees. Martorana (1973) calls for a
revision of the Community College Law, Artkle 126, which estab-
lished this tripartite structure. Needed, he feels, is a clarification of
both the power and duties of the local trustees vis-a-vis their local
sponsols, and also of the distinctions between the state board's
roles and duties as the governing board of SUNY and as a coordinat-
ing state-level board for community colleges. He believes that most
of the governance tasks should be returned to strong local boards of
trustees.

Two-Year Post-Secondtny Education in South Carolina
(1971) consists of a definition of the community college, an over-
view of the two-year public colleges in that state, and recommenda-
tions. The specific responsibilities of a state board to be established
to govern all two-year institutions are delineated. In California, the
Gaordinating Council for Higher Education has worked well for the
three segments of public higher education therethe University of
California, the state universities and colleges, and the community
colleges. Brossman (1974) explains that the combination of local
boards, statewide boards, and the coordinating board provides an
effective governance system. He stresses that the local boards must
be strictly accountable for managing their own campuses, while the
statewide board ensures that due process is observed locally, so that
faculty, students, and community members are consulted regularly
in the decision-making process.

Day and May ([19741) conducted a survey in seven states to
determine how state agency directors, college presidents, and board
chairmen perceived the changes in the powers and duties of local
boards as a tesult of state coordination. They found that in most
states die state-level agencies regulated only the public two-year col-
leges and that statutes delineated the authority of the state and
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institutional boards. Most local boards were elected, although sev-
eral were appointed by their governors. The length of terms varied
between three and seven years, and most states surveyed did not
limit the number of terms that a board member could serve.

Wattenbarger reaffirms the trend toward state.level coordina-
tion and control and proposes guidelines for differentiating state
and local responsibilities in The Two-Year College Thatee: National
Issues and Perspectives (1972). In this same report, Gleazer stresses
the importance of keeping the locus of control with the local board,
rather than allowing the power to be shifted to administrative levels
far removed from the local college and community.

trustees and presidents

From the ERIC Clearinghouse for Junior Cotleges comes a
Junior College Research Review ([1970j ) issue concerned with the
roles and relationships of trustees and their chief administrative

-- ., officers. Six ERIC documents are reviewed, including an annotated
bibliography on community college boards. Another older but still
useful product of this Clearinghouse is Johnson's (1971) Occasional
Report, which summarizes a 1970 conference on the board of
trustees sponsored jointly by the UCLA Junior College Leadership
Program, the AAJC New Institutions Project, the Regional Educa-
tional Laboratory for the Carolinas and Virginia, and the Duke Uni-
versity Junior College EPDA Project. Nine presentations are in-
cluded in the conference proceedings.

Pray (1975) hments that the management and administrative
duties of presidents and boards are not clearly delineated. Many
presidents, he feels, are forced to devote excessive amounts of time
to working with trustees and motivating them to perform their
functions because of the political implications of their actions and
difficulties implicit in tht structure of many boards. Needed arc
systematic self-studies of the effectiveness of trustees. The author
further suggests that the three major national education associations
sponsor a program for improving the quality of trustees' leadership. .

Frederick (1973) reports on a study of trustees and presi-
dents by the New York State Education Department. Investigated
were: the need for orientation and inservice education for trustees;
trustee and presidential comprehension bf the mission of the com-
prehensive community college; presidents' perceptions regarding
trustees' orientation and education; and the need for help from the
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state anti the university in formulating programs to educate board
me mbcrs. .

_

Smith and Crawford (1972) identify the presidential selec-
tion methods of twenty community colleges in six western states
and offer guidelines for selecting a piesident. Hking a college presi-
dent h not only the trustees' legal responsibility, but also the most
important task they undertake. The whole college community
should be involvd in developing written procedures for hiting, and
careful screening and rescreening of candidates is essential.

.rt
trustees and collective bargaining

Many trustees perceive the coming of collective bargaining as
an unwanted occurrence. At their 1974 conference, the Association
of Community College Trustees passed one resolution to oppose
federal or state government imposition of collective bargaining laws,
and another to keep the authority over salaries at the local board
level (Trustees: Working Together ... , [1974)). Terrey (1973)
fears that collective bargaining may be destructive to higher educa-
tion. So he suggests that bargaining be included in a college's gov-
ernance structure and that administrative and governance tasks be
shared, actions whkh would change leadership roles and decision-
making procedures. ...

Jacobs (1974) presents his views as a community college
trustee who has been personally involved in the problems of collec-
tive bargaining. Potter (1974), as chairman of the board of Jackson
City College (Mississippi), warns trustees to be prepared for faculty
unionization. As he sees it, trustees should fight the enactment of
mandatory bargaining laws, and, where these are enacted, they
should lobby for provisions oudawing strikes, forbidding adminis-
trative unionization, and denying compulsory arbitration. He also
considers the composition of the ncgotiating team (it should never
include a president or trustee although other "in-house" personnel
are good members), revance procedures, and dealing with an im-
passe situation. A model master agrecment is included in this docu-
ment.

Another ERIC document exemplifying a master agrecment is
Policies and Procedures for Administrative Personne4 1974-77
(119741), which is the actual negotiated agreement between the
Macomb County Community College (Michigan) Association of
Administrative Personnel and the board of tmstees of the college.
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Howe (1973) examines the methods and strategies employed
by community college negotiating teams and the rale of the bvard.
A stepOrstep procedure for negotiations is deWled, with rtress on
the trustees' functions.
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